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When you take a job, do you have to take off the amount of 
money earned with other benefits - not the usual fringes but things 
like being creative or escaping a lot of repetitious tasks? Will younger 
more educated employees make demands on employers to change how 
work is done? Can management and labor In public Sirvice agencies 
work together to provide changes to make the employees* efforts more " 
productive? 

These and other questions were asked by a research effort 
supported by the National Institute of Education* The results ^ 
reported 1n three papers ^ draw on both a national survey and a 
spaclally designed survey of unionized munclpal employees* Taken 
together the three papers offer Insight into how employees feel 
about the financial (pecuniary) and other (non-pecun1ary) pay they I 
received for their labor. 
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I, "Education, Wages and Non-pecuniary Qualities of Work: Some 
Empirical Findings" 

i : Using information from the 1973 Quality of Employmant Surveyt 

. a nationally representative sample survey^ this paper examines two 
V assertions^* Firsts employees with more^ years of schooling and 

WK::. experience, other things equal, can obtain jobs that are both more 

aqreeable and better paid than jobs available to employees with 
iriiVv ^'^^less schooling^ and experience. This notion, which has become part 

If : ; , of the conventional wisdom about the relationship between education 
|gi . and work. Is confirmed by this survey, but school and experience 

: don't have the same Impact. 
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This summary 1s prepared by Robert W. Stump, NIE Senior Associate, 
Education and Work Group, National Institute of Education based on 
final reports to NE-G-00-3-0213, March 1977. 

Because of limited number of working women and non-white In the 
survey, these analyses are limited to non-self -employed white 
males age 16 or over who were wroking at least 30 hours or more 
a week on jobs where they had worked at least three months. 



More yaars of schooling and more years of work sxperience 
wert associated not only v/ith higher wages but also with reported 
freedom and Job security* opportunity to use one*s skins ^ and the 
expressed belief that work provides Information about oneself 'and 
ths world. Experiences but not schooling^ 1s also associated with 
more reported feelings of friendship and participation with other 
people at work;' more expressed satisfaction with the hours, pace 
of work, and physical surroundings; and more reported satisfaction 
with the pay and the job -'all In all," Scljoolings but not experience, 
Is positively associated with the likelihood that v/orkfers will say 
their Jobs provide scope for autonomous and creative responses to 
novel tasks. 

This pattern 1s compatible with a theory that investments 
In school and work experience both pay off In more dignified 
and meaningful work, while experience enhances social satisfaction 
on the Job and schooling helps men get more mentally stimulating 
work. These intangible, nonpecuniary benefits all accrue in 
addition to higher pay. 

The 'Second assertion tested In this paper is that among workers with 
equal schooling and years of experience , those with more agreeable 
Jobs must, with other things equal, accept less pay. Given the ^ 
confinTiation of the first notion-that groups with different schooling 
and experience do not compete with each other for jobs - it is im- 
portant to ask what tradeoffs are made within the internal labor 
markets where workers do compete for the rewards from work. 

Dr, Stern's analysis found that white males as a group, and 
within all but one educational stratum (college graduates with no- 
past graduate education) who describe their Jobs as more repetitious 
receive significantly less pay. Also, for men with more than high 
school education there appears to be a tradeoff between higher pay 
and making friends on the job. 

Trying to explain this anomalous relationship between pay 
levels and repitltlousness the author suggests that within internal 
labor markets persons who are promoted more rapidly receive the 
benefits of both higher pay and less repitious task. 

Thus, among men with the same level of education, years of 
experience, and apparent Intelligence, those who have been promoted 
at a faster rate - for whatever reason - receive higher wages ^ report 
less repetition in their work, have had less opportunity to make^ 
friends on the job, and have more say about what happens on the Job, 
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Except for making friandson the job, the non-pecuniary benefits 
have the same (positive) relationship to wages within groups of 
men with equal schooling and experljaaceaa ^etween groups with 
different levels of schooling and experience. The full range of 
benefits going to men with mere schooling and exprirlence also 
go to those who are more frequantly promoted over their peers 
with equal schooling and experience p except for not having the 
opportunity to make friends on the job* 

In conclusion 5 Dr. Stern notes that finding evldince of wage 
differentials which compensate for Intangible non-pecun1ary benefits 
is very difficult* The relationship of wages to non-pecuniary 
benefits is niore plausibly explained by the hierarchical structure 
of internal labor markets than by a model of competitive auction. The 
practical implication Is that employers have no significant mone- 
tary incentive to Improve the norh financial characteristics of work. 



11* Education s Age^ and Demands for Improving the Quality of 
Working Life. 

More Anerican workers have high school and college education 
than ever before* College graduates t especlanys are taking jobs 
which traditionally have gone to less educated workers. If they^ 
or any worker ^ are in a Job which does not recognize or use their 
skills and abilities, how will they react? Many writers In the early 
70' s expected the new generation of highly educated. workers to make 
new demands for greater participation in decisl on-making t more * 
flexible hours and assignments p etc. They were also expected to ; 
make demands for changes that would be different from their less 
educated co-workers. 

This second paper looks closely at these predictions through a 
survey of unionized municipal workers in four occupational groups- 
Accountants, College office Assistants (secretaries in a University) ^ 
Nurse* s Aides and Social Service Supervisors* The survey questionnaire 
allowed the respondents to indicate their satisfaction with various . 
aspects of the job and how much-they would like to have changes in their 
job such as participation 1n a labor-management commltteerhaving time 
to acquire Job-related skilTs and information, having a chance to demon- 
strate new ideas of their own^ or working in an autonomous team* Younger 
and more educated workers were oxpected to express more desire for these 
changeSt compared to their desire for more time off or more flexible 
hours* 
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>lost of the workers surviyed wanted all of these changes to some 
degree, the patterns of desire for different individuals being related 
to the sources of their dissatisfaction. There was no evidence to 
support an assertion that the pattern of desire for change was related 
to either educational attainment of the workers. The inescapable con- 
clusion from this survey seems to be that education is not one of the 
variables that affect preferences for changes on the j\ob in this 
sample. 

Having found that the desire for changes on the Job are not 
related to personal characteristics of employees, Dr* Stern" s 
analysis of the actual preferences for changes seems to show these 
ara ralated to patterns of satisfaction and dissatisfaction v/ith 
particular aspects of their job. He summarizes the preferences 
for each of the 9 proposed changes this way: 



1. Desire for a labor-^management committee is stronger _ . 
among Accountants who feel dissatisfied with the amount of 
impact they have^ among tollege Office Assistants who dislike 
the lack of promotional opportunity (and perhaps see this as a 
substitute)* and among Nurse'S Aides who say they are satisfied 
with their opportunity to decide how they do the work (perhaps 
an expression of identification with the organization). 

2. The idea of having some time to acquire job-related skills and 
information v/as more attractive to Colleqe Office ; 
Assistants who were dissatisfied with their opportunities for 
meeting friends^ and to Social Service Supervisors who did not 
like their lack of opportunity to decide how they did their work. 
Evidently some of the former group read this proposal as a 
social opportunity (seminars and workshops ) while the latter 
group viewed it as possibly enhancing their autonoffiy. 

3. A flexible v/ork day appealed generally (in the pooled 
sample) to respondents who were satisfied v/ith their fringe 
benefits and job security but dissatisfied with their time off ^ 
promotional chances ^ and opportunities to learn new skills and 
to decide how to do their work --in shorty to v/orkers who 

are comfortable but restless and bored. 



4. Reimbursement for general educational expense 

commends itself most favorably to Accountant. ^ho feel thfylare 
doing professional accounting work but not getting enough 
recognition for It (and possibly have an inttrest 1n outside 
consulting); also to- College Office Assistants who feel their 
work does make use of their skills but lacks variety. The 
idea also appeals to College Office Assistants and Nurse's 
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^ aides who express dissatisfaction with the supervisor they 
ggt " this unexpected correlation seems to be picking up 
a deslra to get even with some supervisors who flaunt their 
educational credentials, 

5. Stated desire for opportunities to demonstrate new ideas 
does not seem to correlate meaningfully with anything. ' 
anything. 

6. fimong the combined sample of all respondents, desire for 
a two-hour reduction in the work week is strongest 

for those who feel dissatisfied with their time off now and 
with thair lack of opportunity to learn new skillSs but 
satisfied with job security* College Office Assistants who 
feel dissatisfied with their lack of opportunity to decide 
how they do their worki and Accountants dissatisfied with 
lack of opportunity to get the facts they need, also want 
more time off — but so do Accountsnts who say they are 
already satisfied with time off* With the exception of 
this last correlatlOHi the general pattern makes sense. 

7. Flexible weekly hours have most appeal in the 
combined sample for workers dissatisfied with time off i 
for Accountants dissatisfied with lack of variety; College 
Office Assistants who are satisfied that their work has an 
Impact but dissatisfied with time off and with lack of 
opportunity to decide how they do their work (similar to 

' tfte pattern for flexible daily hours)i and Nurse*s Ajdes who are most 
^^''ratlsfied With opportunity to learn new skills now. Aside I * 

Trom this lasts these associations all seem reasonable, 

8/ Desire for autonomous work teams sometimes reflects I 
satisfaction with the organization i and sometimes dissati- - 
faction with the way work is organized. Accountants 
satisfied with fringe beneftts and colTege Office Assistants 
satisfied with their opportunity to learn new skills on the 
job/ as well as Nurse's Aides v/ho are satisfied with pro-^ 
motional chances and opportunity to use the skills they have, 
all express more Interest 1n working In small teams , as do 
employees In the pooled sample who like their chances for 
promotloni But Social Service Superior ^ who feel they are 
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not getting the facts and information they need and Nurse^s 
Aides who are dissatisfied with their present opportunfties 
to make friends^ have an impact, or use their time as they 
see fit all ^havi a positive interest in teamSs too. 

9, A year's leave of absence with half pay after every ten 
years s generally the most popular proposal appeals 
most to College Office Assistants who feel they are using the 
skills they havei to Nurse's Aides who are getting the facts 
thay^ needs Social Service Supervisors who are making enough 
friends on the job but who want more time off, and respondents 
in general who want more time off. 



Desire for particular changes on the job therefore should not necessarii: 
be expected from the younger and better educated workers , simply 
because they are younger and better educated ^ if the results of 
this survey have validity beyond these workers { an extension for 
which the present study offers no evidence^ only questions to be 
pursued). 

The interest in change seems more closely related to what they 
like and dislike about their current jobs than their pre-employ- 
ment backgrounds. This means that efforts to bring about changes 
in the workplace should not presume a high degree of consensus [ 
among workers of the same age or educational attainment, i 



III* Why Unions do not Bargain for Job Enrichment: Some New E\/1dence 

In the late 1960* s and early 1970' s job enrichment 
has been proposed by many academics ^ intellectuals* 
managament consultants and managers^ but not by labor unions. In 
1970*71 s Albert Blum and his colleagues examined contracts from 
108 different unions looking for "any clause referring directly 
to job enrichment or other motivational programs ^ or indeed ^ to 
any contractual attempt'to make work more diversified and interesting 

They concluded that formal acceptance of motivational concepts 
or programs in collectivi bargaining has hem almost non-existent* 
Michael Fein claimed in 1974 that the studies conducted in recent 
years "to Rrove that workers really want job enrichment" have all 
been initiated by management, never by unions, 

* 
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"Job enrichment'' here refers to a variety of changes 1n the work 
situation, such as more flexIblG hours, special educational leaves, 
participation In committees to improve the organization of work, 
or having a chance to try out new Ideas. 

The information 1n this paper come from the same survey of 
municipal employees as the second paper., The key finding, from 
a survey of members of one particular union, is this: Even when 
individuals say they would like some particular form of increased 
involvement on the job equally well as some form of purely personal 
benefit such as additlonat time off, they are likely to be willing 
to forego bigger pay increases for the personal benefit than for 
the incriased involvement on the job. If further research finds 
this same pattern of preference in the work force at large, it 
would help explain why unions do not seek job enrichment thrQugh 
collective bargaining, where demands can be won only at a price* 
Tha observed pattern also implies that employees wilT be more 
enthusiastic about job enrichment if they can somehow share In the 
benefit of any productivity gains. 

In the first part of the survey, the employees were asked ±o 
indicate (on a four-point scale) how much they would like or dis- 
like specific proposals for changing their job. On the whole, the 
most popular proposals were those that would create more opportuni- 
ties for learning both on the job and off, Anong both Accountants 
and Social Supervisors, there were three ideas to which the number 
responding more favorably than to an extra 2 hours off each week 
exceeded the number responding less favorably , These were: reim- 
bursement for the cost of education or counseling whether Job-re- 
lated or not; a half-pay sabbatical after every 10 years; and being 
allowed to spend 2 hours a weak during work time acquiring job-related 
skills and information. Anong Nurse's Aides there were also three 
changes which attracted more positive than negatice votes relative 
to an extra 2 hours off a week. One was pa^mient for the cost of 
education, training or counseling, whether job-related or not. The 
other two were: having 10 or 15 minutes at the beginning and end 
of each shift for briefings on the status of patients,; and having 
five days with pay every year for thorough orientation and training. 
Among the College Office Assistants, only the half-pay sabbatical 
idea was rated favorably more often than unfavorably relative to a 
shorter work week. 
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Despita the fact that more. respondents v/ould prefer extra 
time off to more Involvement 1n the job through committees, teams ^ 
or demonstrating new Ideas , those who would prefer more Involvement 
to more time off represented a considerable minority. Usually more 
than one out of five respondents In each groups and never fewer 
than one out of ten, said they would like to be on a cqmmittee to 
discuss procedures 5 or to work In a more autonomous team^ or to 
have a chance to demonstrate new Ideas of their own more than 
they would like a 2 hour reduction In the work week. 

Apart from the ratings of these particular proposals for 
increased Involvementt many respondents expressed a general desire 
to help get the work done more efficiently and effectively. This 
sample of spontaneous comments testified that some people in these 
public agencies had ideas for making the organization more effectives 

and they wanted their ideas to be heard and used. When combined with 
the findings that a majority or respondents would prefer nore 
opportunities for learning Instead of a 2 hour reduction 1n work- 
weeks and a considerable minority would even reject the extra 2 
hours off in favor of opportunities for greater participdtionj 
these statements confirm that there is considerable expressed 
demand here for more Involvement in the job* 

Subsequent questions in the survey attempted to identify whether 
and how much the employees would be willing to "trade-off* 
increases in pay for some of these changes in the job. For those 
who responded to the question s the pattern was clear. If an 
employee eKpressed the same degree of liking (In the four-point scale) 
for two different changes (e.g- educational leave and working on a 
team to dicide how to do the work better) then he or she- would usually 
be willing to '^trade-off" greater amounts of money for those changes 
_that were of direct personal benefit. 

Many of the one third of the respondents who did not answer 
this series of questions offered candid explanations why. They 
simply believed that they should not be asked to forgo an 
Increase In pay 1n order to obtain changes that did not cost any-- 
thing (to the employer) and might even help get the work done 
better. 

The explanations therefore , of why unions do not initiate 
demands (or might not be inclined to) is neither that union leaders 
lack imaginations nor that they fear more Involvement in the job 
would undermine their member's loyalty to the union (as some have 
Implied), Rathers the union leaders correctly perceive their 
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members' relative unwmingngess to forgo pay Increases in order 
to get more opportunity for involvement in the job. If winning 
such opporturiitles through collective bargaining requires 
eoneesslons /!n terms of pay, and If union members in the work 
force at large have attitudes^slinilar to the sample in this 
survey^ then accurate representation of members* preference 
wou1d» 1n general 5 preclude bargaining for Job enrichmfent* 
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Empirieal effarts b^r naealMsleal eaenomlsts to ej^laia the dlitrl- 

.J 

bution of earalngs have genar^ly Ipiored the int^fibles nonpeetmia^ 
eharacteristioB ©f different Joha* "The agreeablemess or dlsagreeableneas 
of the CTplojineats thensalvei" was flrat on Adra Smith 'i famous list of 
flT© faetore vhichg in a eorapetitlTe aeoaoffl^, would tend to eoD^ensate 
for dlfferenMs la aTtrage earningi and tharthy tqimlise "the whole of 
the advantages and diaadvantagas "of different ooeupatl©ns3 But the 
difrtciJLLty of measuring "agreeaDlenesa" in a^ cbjeetive way hie led 
aeoelaasieal researchers to eoneentrate aJMoat e^celiaively on Smith's 
second factor: "the aaaineBs and ahaapnasst or the difficulty and 
ai^ensa of learning the businasa." V^ile the association between 
aamlngs and training costs , both in school and on the Job^ has been 
convincingly demonstrated by proponents of the hman capital theo^p 
schooling and a^cperianca alone typically aecount for only about ona*thlrd 
of tha Tarimce in individual earnings,^ Some of the tme^^lainad varimca 



^Financial support for this research was provided by a grmt ftrom the 
National Institute of Iducation. I aa pleasad to thaiA Cl^rfcon P. Alderfar, 
Joseph AntoSp Martin K* Baily, J, Richard Hactoan^ ^ic Hanushek^ Lwry 
Hlrschhom, Sijaon Heuateinp Thomas O'Gra^t James Rosenbaimi Marc Stone, 
Oaiy Wolft'amt md participants in a seminar at the National Bt^eau of 
Economic Research in Palo ^to for their suggestions and assistance. Of 
oourse^ I m alone reaponslble for any errors of fact or interpretation. 

'^Smito, pp. 99-J^OO, 

^^Id, t p. 101, 

■^ttncar, p* 92. 
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;ls apparently assoaiated vith ocei^ational dlfferencei, hut this only 
:rals>s the question of what mderlying, aonpaemJa^ charaeteristics mskt 
lOtne ©ee\^ations on average more attraetive than others. The reaeareh 
> reported la this paper hegan as m atterot to liaprove the esqslanatorfy 
ipc^ar of the h™an capital model hy including indieatora of laore "a^oe- 
ahla-v ei^l^Tnent as part of the payoff fl^om investment in training * 

hypothesis to he'tested has tvo parts, (l) A group of en^lcyws 
with sipre years of sehaollng Md es^rienqei other things egual, can ohtain 
jobi that a^e bath mare agreeahle md hetter paid than the J oba available 
to eopl^ees with less schaollng and esqierience. (2) But within a group 
with equal sehaaling ajid e:cperience, those individuals who have more ap'ee- 
able Jobs must, with other things equal 5 accept less pay. The first part 
ef the hypothesis asserts that schooling and e^cperlence separate vorkera 
into "nanean^etlng ^oi^s"; ,a notion that has become part of conventlanal, 
though untested^ econamic vlsdom.^ This part af the hypothesis does find 
aanflrmatlan in the data* However ^ the second part — which asserts that 
wages cois^ensate for nonpeeuiila^ benefits within a cafflpatlng grot^ ™ Is 
not iijrpported by the data. These findings have iinfartiaiate Imnlioations 
far the evolutian of wark^ which will be addressed in the caneluding 
section. 

Reported Nonpeeunlary Benertts, in AdMtlon to Wages ^ are Associated 
with Schooling and E^erience 

Data ft^m a national staple were eallected as pwt of the 1973 
Quality of E^lo^ent Survey.^ Thm total sarople Included IU96 Individuals 

k 

G€nerally^ see Eekaus. For teaehars, see Freeman, pp* 67-^92 1 aaid Taubman 
Wales, p. 66. 

5 

See Refolds, p. 278. 
^Qtdnni and others. 



at least 16 years old, vho vorked ns ieai than 20 horn's a veek on average 
in 1972. Analysis hart is limited to white malts, net salf-ei^loyadp who 
worked at least 30 hoik's a veek on avaraga, and vho had been working for 
vtheir present e^loyers no lass than three laDnths. 

Before aonsidering the nonpactmiaiy dimensioni measured 'by the survey, 

it is initruetive to look at TOonetary earningi as a has is for coi^ariaon* 

8 * 
Ayerage howly vage was regressed eni a dmm^ variahle indicating resl-* 

dense outside a metropelitafi area; a rating by the intervlever (on a five- 
point SQala) of the respendent'g apparent intelligence! tha number of yeare 
vorked for p^ since age l6\ and a set ©f six dumny vartahles denoting 
level of educational attalmaent (aon^leted grade school, some high school, 
collated high school, some eollegai completed collega, and more than 
college, with a31 sl% dUMfcs equal to zero for respondents who did not 
finish grade school)* Rasidence outside a matropoUtan area, apparent 
intalligance i and years worked ware all significantly associated with 
vagas, in tha e^^actad direction* Thm mix education dm^les as a group 
acdotmted for a statistically significant amoimt of the variance in wages, 

hut not every one of the six was significant by Itsalf* Ft^hermore, 

the pat tarn of eoaffleiants on the education dummias showed two departwas 

from the axpaeted aonotonie order 1 men with some college education 



^e data i^ed here vera made availabla on tape by the XSR Sooi^ Scianca 
Archive. Neither the original collectors of tha data nor the Archive bears 
• any responsibili^ for the analyses or intai^ratation Tsrasentad hare, 
Q 

Hourly Wage ^ eaniinps from primaiy job before taj^as and deductions , 
50 X reported average hours worked per week on this Job 




verts "a lot" (or "veiy trtie'% dex^aainf an ttie partleid.ar question), 
"sOTevhat-V» "a llttle"| or "not at all"* Thesa ratings form a seala 
'^leli ia ordinal hut not neeeeaarily interval, Eaeh of the 35 dependent 



variables vag therefore treated as a sequenae of hinary ohaiaaSi The 



"a little" or "not at all" — that is, generally positive or negative. 
For those employe ee who chose one of the ty© more positive responses, 
the next step vas to analyze the diolce hetveen "a lot" and "so7aawhat"| 
and for employees who Qhose one of the two negative responses^ the nasrt 
step was to inalyse the choice hetoeen "a little" and "not at all". 



Including multiplicative interaationi between yea^s worked and the 
six education disffldes made an adMtion^ sl^lflcwt increase In the 
explained variuice of wages, but ^d not change the basic pattern, 
except tto reveal that college graduates receive a higher return from 
ea^erience than do less educated groi^ip Ihls and the other findings 
are eonslstent with toncer (19T^) and Taubman and Wales (19TU)# 



first choice was whether to enswer "a lot" or "somewhat 



ff 



as opposed to 



The* probability of choosing the more positive reiponsa at either step 
vaa given byi 

F ^ 1 / E + e3^ ( -a-BiXi^ggXj-BaXa-E; Y^D. Ifi 

vhere %j ^ dmiy variable :^presentisg residenee outside matropolltan 
■ area I 

%2 - apparent intelligence * 

^1 ^ years varked for pay since a^e l6^ 4 
^ du^iy variable repreianting education level 1. 
^e paramaters were estiaated by ma^imm-llkellhoods^^ statistie^ 
alpilfieance ©f sets of indepandent variables was assessed by likelihood- 
ratio tests ^^"^ The suasmaiy of results in Table 1 shows whether years 
vorktd and/or level of edueation was signifieaiitly associated with a given 
Job eharaetaristic at one or more of the three Jmietures on the four* 
point scale* 

Schooling and es^erience both are positively associated with reported 

freedom and Job security^ opportunity to mm one* a skills, and the expressed 

belief that work provides inforaation about oneself and the world, Es^erienees 

but not schoolings is also associated with more reported feelings of friend- 

12 

ship md participation with other people at worki " more expressed satisfaction 



^^Istiaatlon made use of progrMs published by Berlman and others. 
^Sea Thell, p. 397. 

Bchooling acco\mts for significant amouuits of TOriance in whether the 
"st^i^sor is saceessful in getting people to work together" md whether 
"the people (you) work with take a personal Interest In (you)". But only 
3 6 eeefflcients are in monatonlc order; therefore it woi^d not be 
correct to say that more schooling is associated with more of these benefits. 



li Asgeelatlon of Riprtsa Job CharaetgrlstlM 
vith Yiars forkgd end Unl of MuGatlon 

HuBbep of Edueatiott 
^ears Livelof Coifficiinti in l^eeted 

S^M , Wid Educatioa Honstgnle Order (gut of 6) 

dois yoiii' JobM *f ' ititiitieiHy lipi- 

isgosiation) 

X 5 



iiqulift that you hivi to kiip Itiming nm Mm x 

ri|uire you to vork very fist* , x k 

filler yeu freidos is to hew you do your vorK % % li 

rtqtiira a high livel of ikill x % 5 

K^dra you to ixert a lot of pl^sieal if fort* X 5 

€Xm you te n^i 1 lot of decisions on your cm ' % \ 

rfltira you to hs creitivg x 

alio? you to do a /ariity of things X j, ^ 

do thingi that iri veiy repititloua (do thirip over x 5 

and over)* 

allov you to take part in diciiions that affist you x ll 

help yeu to kiip iaforned about what' i hippgning x x 6 . 

. ... .., . , , ■ in thi vorld 

help you to undifitand the sort of pirson you x x : k . 

re^ly are 

(give you) a lot of say ovir what hippins an your job x li ■ 

lit you use the skills and knoifledgi you learned in x x 5 

ichool 

*iffeet of aore years vorked or hlghir laval of eduaation Is favorablii i.e, , l^*'requiriient to vork viiy 
fiat, ixert a lost of phyaieal effort, or do thinis that are very fapititlous. 

(Continued on next piga,) 



TABLE 1 (Continued) pg, 2 



.; Qugetion 



How im is it of your ,|ob (that).Mf 
v(you.ire) given i lot of ch&nces to lakg friendj 
thi ^mm tot pFOsotion are good 



(you hive) m ^portimity'to develop (your) ovn 



the work is interestini 
the pay Is good 



ipeoial abilltiiB 



{you an) given i 1st of friedw to decide how 

(you) do (your) m work 
(you are) gli?en a ehiflee to do the things (ysu) 

do best 

the Job leeurity la good 

the problfiM (you ire) iJ^eeted to solve ari 

hird enough 
(you) have eaough authority to do (your) job 

(yoir) fringe benefltB are good 

the phyiiey. imroundingi m pleiiait 

(you) m see the reiiits of (your) vork 

(you) can for|et about (your) personal probleffii 

the hours m good 

(your) stpervlior la Bueeeisful in getting people 

to work togfither 
proffiotlons are hiaidled ftlrly 



Years 

Worked 



Level of 
Education 



(x s stitisticfllly signl- 
ficent aasocl 



X 



3f 
X 

X 



X 
X 

X 
X 



Htfflbir of Edueatlos 
Coifflelentg in Evicted 
Monotonlo Order ( out of 6) 



3 
3 
3 
3 
3 

5 
k 
k 
5 

a 

X 3 
3 
3 
k 
3 

X 3 

- . " 3 
(Continued on next page,) 
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mU 2 1 niffflfftneea In HQurlv Waeg Aseoelated vith 

nf fferengea In Saleeted Nonpeeml arv fliaraeterlitieB 



Legs 

AH %m High' More 

Whiti High School loii College Thm . 

Meg Sehool Orad. College GmL College 



iiov iUCh does your job requlra you to exert a 
' lot of pi^aical effort! 
"a little" * "nQiii at ai" 



"sesiwhit 



II II. 



"a lot" - "soM 



I- OS 



1,38 I-.02 
-*3T •I'l 



m 

M 



-.20 



allow veu ts mks 1 lot of desisions on your oml 

Whit" - "a littii" .oa .f -M -9 

^ "a lot" - "iowhat" '01 -'6? 'Oo o3 



■2.1T 



, .»req^ri you to be criitivs? 

"ioniivhat ■ - "a littlg" 
■'=^. "a lot" ^ "iOffiiw'"^" 



...re^uirg you to do things that are very repetitloui 
(do things over and over)? 
"iQlewhat" ^ "a little" 
"afet" ^ "gomivhat" 

.,.(givi you) a lot of say over what happens in your 
job! 

"sowhat" ^ "a little" 
"1 lot" - "ioiiawhat" 

...(give you) a lot of chaness to make friendst 



loniewhat" ^ "a little' 
"very true" - "lOfflevhat 



.32 
.11 



.15 
.0^ 



.31 
^.02 



■.22 



.8l» 
-.05 



^,23 .26 



.3! 

as 



4.19«» 4.33«« -l!i1*» .09 
-.33 .2^ -'03 -.9t» 



..62 
.38 



,2k .30 
^,3it -1^03*» 



s30 4,26 



..15 -1.8?» 
-.57 -l.lB 



4.21 
-.9? 



.05 



^2.51* 
4.80 



• iipificant at M level 
*» significant at ,01 level 



(Continued on nixt pap). 



Ifears vorked 

intelligendi 
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F 

(df) 



All Ian High Hofe 
Whlti High Behool Some Collsge to 
Hilei SeliQol Orad. College Grad. College 



.11 .81 ^..53 



3,02 



',300 



im iM aj?«» i.w i.m* zs** 

(20,59?) (20»88) (20,216) (20,9?) (1^,1*0) (l6,li8) 



* sipificmt at ,0f levfl 
*• sipiftcsnt at lOl leiril 



have to do vlth mji^ing friends on the Job, For men vith more th^ high 
school training there la a negative relationship between pay and m^ing 
ftleads at work* ' 

^Hiere &re generally aonalBtent but insignlfieaat coefficients aeeo- 
elated with creativity and with having say on the Job, For all whita males, 
and within each educational stratm, enrol W'eas iriio report that their Jobs 
reqnliHi them to be "somewhat" creative tend to be paid more than those , 
vho say their Jobs demarid either "a lot" or only "a little" ereativlty* 
There is also some indication that eirroloyees who report hai^ng more say 
on the Job tend also to get more p^y. Finally , wage differences associated 
with different levels of physical effort or autonomy in deeision-m^ing 
reveal no consistent pattern. 

\ Assming a cos^etitive eq^libriiaa does escist In the labor market, 
the estimates in fable 2 therefore imply that, throi^hout the range of 
observed transactions ^ there is a positive marginal cost to employers, 
and a positive marginal value to e^lcyees, when ei^loyees have more 
opportTOity to make friends on the Job — or when the work is more repeti- 
tious , 

Hie latter finding is stressed because it apparently cantra^cts 
the Msumption that employees generally wwt less repetitious work. 
Rejecting this assun^tion would require an interpretation of the results 
in Table 1 veiy different ft^om that in the preceding section. Less repeti- 
tloa sad more novelty — the attributes most partic^arly associated with 
more schooling — would have to be seen as costs s which offset rather 
thm au^fient the monetae returns to education* The eholce whether to 



iljite^^ret less repetition as a benefit or a cost dependa on beliafs about 
h\aiaa natwt* It is related to the question whether hiaam beings ^e 
'■ifttrlniically raotlvated" or not. Kiis li a queotion about vhlah psyeho- 
lo^sts and mMagement eonsiitmts have had lengthy debate » but whieh 
at least one leading piyehologlst does not believe susceptible to 
earoirical resolution 

If we ehoose to believe that ezsple^ees in this sample have enough i 

intrinsie motivation to consider leis repetltloui work a benefit, then 

the results in Table S must re fleet some further strati lleatlon vlthin 

grotqpi of men who have eq^ual levels of acheoUngs e^^erience, and apparent 

lateUlgence . Surooae that the effeative fmctloning of an organiisation 

requires there to be a positive relatienehlp between pay, authority, and 

17 

^jportunity to make aoa-routine deeisiona within the organization, 

Thim positive relatlonehlp between p^ and nonpeouniary benefite tends to 
ensuj*e that there will be plen'ty of qualified applieaiito eon^etlng for 
promotion at eveiy stage of the ladder. As a result, more preitlge is 
attached to high positions , and individuals In high posltlona can exejf^ise 
more effeetiva authort'^, thm would be true if the nonpeeunlary advan- 
tages of hi^ positions were offset by lower pay* Indeedi it would seem 
totally dDsurd to asirard positions of autheri^ in ai^^ organisation or 
internal labor market by auctioning them off rather than by the kind of 
BLonprice competitive contest whlrfi organizations presently sponsor, 

^^Deel, ' 
17 

Evidence of this relationship has been found in work organisations in 

severri ooTOtries* See Ja^ues, Mid TannenbaiStt and others. 



The fact is that individuals cannot ".^v^ cert^n nonpaeimiaiy benafits by 
^offering to accept leas p^. The only way to get these henefits is to 
doffiptte for promotion - 

Nov eiBppoae fisher that m indi-vifiual's rate of proinotion within 
organizationi Is onl^r partly e^Eplained by e^erienee and apparent intalU- 
gtnee as measured in this gturvey- Other importmt factors deteraining 
promotion sight inolude mbitlon, unmeaeured produetive ability * social^ 
skills, or sheer luok. If these tmobserYed or rmdom factors are suffi- 
oiently li^ortMts then the resulting differences in rates of adyancament 
from less to more desirable Jobs would acaomit for the observed negative 
correlation be^een p^ and more repetitious work. 

If employees generally pre far leas repetitioi^ work, then there may 
be a positive relationship between pay md repetltlousness for entry-level 
,Jobs in different internal labor market^ thoiigh the entry-level jobs open 
to more highly educated applicmts as a group would presumably offer both 
more pay md less repetition than the entiy--level Jobs open to groups 
with less education* But those indiid.duali ^ho are promoted faster woudLd 
get more pay less repetitious work than other Indi^duals in the same 
eduaational gro\q5» Over time^ the negative oorrelation between pay and 
repetitious work within intemal labor markets coid,d dominate the positive 
relationship j at the entiy level ^ aeress different markets* 



This argvroent can be illustrated by a simple ntUEerioal exMple. Let w 
Md q denote the wage rate and a nonpeeuniaiy benefit ^ respective^* Let 
the subscript 0 denote characteriaties of entry-level jobst and subscript 
1 atand for some later time. Si^ose that, among a group of full-time 
employees who all have the ss^e education, sex, racSi and apparent Intelli- 
genceV half be^n their careers in Jobs where - 2 and w^ ^ 10* The othe 
(Footnote continued on following page.) 



This line of reaooning is eoniistent vith all the results in Tatle 2 
/toong sen with th© SMe level of edueatioa, ygbm of esqserteneet and 
apparent intelUgencat there vh© have heen promoted at. a faster rate — 
for whatevier reason — reaeive higher vagas, repert less repetitioB in 
their v^rk* have had less eppertOTiity to m^m ftianda on the J oh, 
have more say about what happens on the Job. Exeept for m^ing ftiends 
en the Jo>»^ the sanpaomlaJT henellts have 'Uie same (positive) relation-- 
ship to vagei vithin grot^pe of men with equal sahooling and experienee 
as b etween groxqps vith different levels of sahooling and es^eritnoa, 
!niiis the payoff from sehooling and esEparienee shown la Table 1 is shown 
iinplieitay in Table 2 to resemble the payoff from rapid promotloa — 
except that rapid promotion rasults in a loss of epporttmlties to maka 
Artends at work, whiah must be reckoned as a eost* 



(Continued. ) half start with m l and ^ 12. In the latar period, 
aldose halS' haya baen promoted, and promotion is indepandent of the 
original ehoiea of jobs* For those who have been promoted^ w^^ s 2Vq 
Md ^^^f\» others, w^ ^ ^ a^d Now compute the 

a^r^a vriua of w^ for individuals ^o have the same level of q.^* (This 
is essentially whai vbb done with the aetu^ s^la in estimating the 
differeneei in Table 2.) Kie rasults in this ^r^'thetioal ease arai 

qtj^ mean 

1 12 

2 '''i n .. 

; k 20 

•aase numbers ill\istrata haw a positively valued Job eharaeteristle oan 
have an apparent ne^tive "priaa" if promotion brings more of that eharac 
teristie along with mora p^. 



■ Concluaion 

■ ■ . ' • . ■. * 

Altheugh it is pesslble ts shw that white, male, full-tlm^ employees 
Afho hav# laord sehoollng md experienee do obtiLin more ''agreeable" Jobs 
. ia addition to higher vageSi it has not been pagsible with this data to 
jMsawe implicit prloM of Intan^ble* nonpeeunia^ Job oharaeteristlea, 
Presiffliably it woiild be possible to measurt such pricea if e^lo^reea 
could fca divided into otill more he^ogeneous strata, "Equally t^ialified" 

: ■ . ^ ^ ■ ■ ■ ' " k 

^□Icyees could be deflnad more precisely with data on quality of schooling 
quality of on-the-job training, cognitive ability^ wabitlon. If 
iaplioit prices of aonpeeuniaiy beneftts could thereby be aeMured, the 
returns to hii^an capital in production, the benefits and costs of chajiges 
in the productive process, the value of himan time, and even aggregate 
"net econo^c welfare" could all be compirted with far greater precision. 

At this points hovevers the most signiflesnt conclusion is that 
finding evidence of wage dlfferentiala which cottpensate for Intitfigible 
nonpecuniary features of work Is very difilciit. Even within groins 
of white, males fiO=l-*time employeei who hava^the same level of schooling, 
experience, Md apparent intelligence g the relationship of wages to non^ 
paoiSBiaiy benefits Is laore plaMlbly es^lalned by the hierarchfciJ. structure 
of internal labor markets than by the model of a competltl've auction. 
The practical implication is that employers have nonsignificant monetary 
incentive to improve the nonpecuniary characteristics of work* ^Is is 
probably why mariagep^nt consultants who wite about "Job enrichment" or 



V -.[If feet s of such variables on rate, of promotion at Ford Motor Company 
have been shown by Wise* 



Improving the "quality of working life" ordinariljr speak of improving 

Of) 

bo«i morale md produativity simi^taneously. m one knows how big an 
Indreaae in nonpecunlary bane fits would be required to Justify a given 
loss in preduetl-vity. 



If employers have no w^ to trade better Jobs to their employees 

tn rmtwm for lower labor coetsp then what must happen over time to the 

aature of work? AdBm Smith s in mother vell-knovn passage, wrote i 

In the progress of the diylslon of labour ^ the en^loyroent 
of the far greater part of ttoe who live ^ labom*, that Is^ 
of the great body of people, coaes to be eonftned to a few 
very slmpla operations , Sequent ly to one or two. But the 
. understandings of the greater part of men are neeessarily 
fonnad by their or^naiy emplo^^^ts. ThB nan whose lAole 
life is spent in perfomlng a few simple operations, of 
vhleh the effaets too are, perhaps * ^weys the srae, or 
veiy nearly the same, has no odoaslon to exert his \mder- 
stanMng, or to exereise his invention in finding out expe- 
dients for removing difftoultles whloh never ©acur* He 
natis*ally loses, therefore, the habit of sueh exertion, and 
general^ becomes as stupid and ignorant as it is possible 
for a htfflan ereature to beeoTC* Tiie torpor of his mind 
renders him, not only inaapable of relishing or bearing a 
part in ajsy rational eonversation, but of eonoeiving Buy 
generous, noble, or tender sentimnt, md aonsequently of 
foming my Just Jud^ent eoneeming amy even of the ardinajy 
duties of private lifef ** His dexterity at his own particu- 
lar trads seems, in this mmner, to be ao^ulred at the expense 
of his intelleatusl, social aid martial -virtue s. But in 
every improved and aivlllsed society this is the state into 
which Idle labouring poor, that is, the great body of the 
people, must necessarily fall, unless government takes some 
p^ns to prevent it*" 

Smith considered 'tois a sufficient dmger to warrant public support of 

schools, much against his general principles. He gave no reason to believe 

that con^etltive maricets would prevent the degradation of hmaa labor. At 

this point we have no evidenee that he was mistaken* 



See, for ex^le, Maher, Ruah, Greenblatt, Kraft and Williams 5 P&ul md others 
"%^th, pp. 73U^735. 
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^|*I?3fJ*W''V.;i-:' EDUCATION , AGE AND DEI4AHDS FOR IMPROVING 



THE QUALITY. OF WORKING LIFE 



.ssOTs;-aa-^^-v- y . j'ant suTplus of colloge graduated means that some graduates 

.-■ ■■■ ... • ■ . .. . 

pppiaiifeti||tak^!.iJob3 w previous^ were filled by workers without eollege 

I^^J^iiS^iSlWhat happens when thaee college p-aduates fin6. themsalves holding 

#pi|;nfi|9^^ Job titles as people without degrees? Other studies have found 



^^^^^pikBTB who consider- themselves overeduoated ^r their work express 



fei|i(iiisaa¥lsf^ and with themselves. But what action 

■ "^P^S » do they take? If college p^aduates ; ftnd themselves trapped in 
||;pj^bbg which do not recognise their skills and attitudes ^ do they expreis a 
2]'|^i!desire for changes that are any different from the chmges their less- 
l^geducated co-^forkers woiJ.d like? Many writers in the early 1970s expected 
;|g;i^he new generation of highly educated workers to make new kinds of demands: 
for greater parti cipatio decisions-making ^ more flexible hours and as--, 
vr: ,.aignmente J ssore interesting work^ and the like, 

paper will report ^^ome resists of an Inquiry into these questions, 
p|5jj;thrpUj^ a si;^ large municipal bureaucracy, TOe survey 



||||aaked how much respondents in f our different occ^ational titles would like 
fe^to^have each of ten or twelve specific, hypothetical changes in their 

'^mumm-: - ' - ■ . ■ ■ 

S^aaturi^J^bSj and how much they were satisfied with: specific aspects of 
^^ha^^vJob. Althou^ expressed desires £^r certidn changes were fotuid to 
ifeMeS^ilatidiln the expected way, to dissatisfaction with certain aspects 
?^t-i':ofs\thev Job , neither desire for changes nor satisfaction with aspects of the 

40 




v/Job vas consistently related to age or . educational attainment. 

The Surplus of Educated Workers and Predictions of Their ResT)onses 

•■V;; For the generation born and raised after World War II, school has 

heen a vay of life. As children, most of them had little to do except 

^playj watch television, and go to school. Prosperity, parental aspira- 
tioni, and the growing prestige of technicians of all kinds have combine^d 
to keep more of tiis generation in school longer. In I96O, colleges enrolled 
17*3 percent of Individuals between age 18 md 2ki by I970 the percentage 

.Irose to 25*8, and in 1971 to 26.3* Moreover s this age cohort itself re-- 
presented a larger proportion of the total population in 1970 than in IpSO, 
so while the total popi^ation grew 13.3 percent in that decade, college 
enrollment Jumped 117. U parcent. 

* 

^ >/hlle college enrollment more than doubled in the 19S0's, the number 
of professional, technical, imnagerial, and administrative Jobs increased 
only 33.5 percent* Furtherriore , the absolute number of such Jobs actually 
fell by about 350,000 between 1971 and 1972,^ Evidently the number of 
high-prestige Jobs is not growing as fast as the number of people who hope 
to qualify for them.^ Those college graduates who cannot find work which 
sulti their qualifications must now take Jobs which offer less pay^ euid 
also, praaumably, less nonpecuniary benefits, than they expected, 
-v In the early 1970s many writers were suggesting that the large new 
:eohort of college graduates woiild not Just passively accept their new 
aituation, but would demand changes in the workplace . In particular. 



.;these hi^ly adUGat people were expected to want the kind of 

\ -intrinmlQ latisfaetiDn and personal meaning in work that sociologleal 

mtu&±BB had foimd to be associated with profaasional and managerial 

' 8 . 

.'^ployront. This generation had demonstrated its own idealism and 
"interest in eoeially useful work throu^ partiaipation in the Peace Corpse 

Vista, md. similar programs* Thmn its reeistanee to the Vietnam drafts 4 

whether viewed as idealistic self-sacrifice or as cynical self-treaervation , 
. nevertheless demonstrated that this generation wo^d not be pushed aromid. 
i EmploymTB ^ politicians 5 and social scientists begm to worry that this 
vMdealistic and sometimes unmanageable group of college kids would cause dis* 
. tion when they finally went to work* Daniel Ymkelovlchj after a series 

©f live national surveys of college-age youth between I967 and 1973 ^ 

actually concluded 1 

"The true natiare of the campus rebellion now stands 
out more clearly—as a quest for new life styles and 
life values J with work-related values as an important 
p»t of this search, "5 

YaiAelovich also found that the quest waJ not j?imited to yorag people 

actuall^r in college, but Involved noncoUege youth bb well. However, 

though their values might be similar, their expectations were not, 

Yankelovlch observed^ "The idea of meaningful work is attractive to these 

high school graduates — but they do not really expect to get it from their 

^ 10 
Jobs." 

' Shortly after the American disengagement from Vietnam, an outpoiu'in^ 
of books and articles, outside the technical research literature, addressed 
:the iiAJect of change in the nature and organisation of work,"'^ It is 
not possible to prove whether or not publication of this writing for 



I^^faeral/vreaderihip was prinaipally motivated by hopes or fears surrounding 
■ythe entry of the anti-war eollece generation into the labor foree. Never- 
;^^;:thelese J it. is difficult to find a piece of writing from the post-VietnMi 
^ ptriod on a aubject such as work humanigation , job enrichment, or the 

quality of working life, which did not mention the large numberi. of younf^ 

and highly educated workers presently goinci to work, 

■ For exa^lei Work in America , in its very first paragraph pointed to 
"the youth who seek a vbice in their society", and three paragraphs later 
asserts that, "A general increase in their educational and economic status 
has placed many American workers in a position where having an interesting 
Job is now as iijiportant as having a Job that pays wellt" George Strauss^ 

a well-known researcher in the field,, agreed that; 

",*this particular generation has been raised according 
to permissive standards, affected by the cmpus revolts 
of the 1960s j and is thus pea'ticularly resistant to 
authority ^success among them is measured less in monetary 
and physical terms and more in terms of self-fulfillment, 
living an agreeable life styles and doing meaningful work*'*' 

Fui^themore 5 Strauss wrote: 

"As workers' material standards of living improve, as they 
become better educated, and as their e^ectations change, 
they can be e^ected^io show increasing preference for 
freedom on the Job*" 

No, less an authority on manpower than Eli Ginsberg wrote in a similar vein: 

\ "The steadily rising levels of educational achievement and 
..^ the expectational consequences thereof are unqueatlonably 

resulting In new and different orientations to work on the 
part of young workers. * ." ■ 

. Kiese and other infomed observers e3q)ected ^oung and highly educated 

'workers to be a force for change in the workplace. Yet, as of 1976, it 

would be difficult to point to ar^ major change that these workers have 

caused* A coMientator in Business Week iuggests that high unemployment 



has forced potential insurgents to watch for their own Job iecurity* A 
vice-'prasident i'or employee relations commented that the recession "co^d ' 
'.Wa "blessing in disguisai'* and a corporate president agreed that "yoi^s 
workers have gotten the 60s out of their system? While it is prohably 

true that high mien^lo^ent has inhibited esffpressions of workers* demands 
for change I the data to he presented here also suggests that conventional 
wisdom may have overestimated the power of age and educational attainment 
;to predict what kind of changes workers will want to make in their actual 
Jobs* 

■ The Data 

The sample consisted of l6k AccomitantSs 2lU College Office Assistants 
(secretaries in a public university system) | 90 Nm^se's Aides, and ^27 
Social Service Supervisors. All respondents were members of a large and 
heterogeneous public employee union. For the three larger groups^j ques« 
tionnaires were mailed to everyone on the union's mailing list in those 
Jobs titles* The overall response rate from this mailing was £2 percent* 
To check for non-response bias, we visited several work sites and obtained 
g^ues tionnaires from individuals who had not returned them by mail* Com- 
parison of these "'call-'back'* questionnaires with the "mail-back" sample 
indicates that the mail^baek group over-represents yomg, white males among 
The Social Service Supervisors; but there are no consistent differences for 
Accountants or College Office Assistants. For Nurse's Aides, we admnistered 
the questionnaire through personal interviews rather thM by mail* 

Tha dependent variables for this analysis are the responses to the 
following question J which appeared at the vQiy beginning of the questionnaire 
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ifHere are eoffie ideal vhat have been suggested for changing the 
0 Jot "Of ^respondent ' s titl^ . Please indieate how much you 
ptrsonaJ.ly wot^d like to have each of these changes in your 
o^m Job, by witiag one of the following numbers ia the blaiik 
iSpaee before each suggested change i 




k 



you woijdd like it ve^ much 



3 



you would like it 



2 



you would not like it 



1 



you wovdd dlilike it ve^y much 



0 



this ie something you already have in your Job* 



A list of proposed changes followed* These had been developed through dis- 
cussions with union officials * smd through groi:^ intervievs with a small 



- each shqw the hypothetical eh^ges presented to one occupational group j 
and the distribution of responses. " , ' 

^e main hypothesis of interest here is that differences in individual 
characteristics will be associated with differences in e^^ressed desire for 
. ;r-cha^ in the job. In particular , yomger workers and those with more 
,^ sohobling are ejqpected more often to s^ they would want more opportimity 
to become personally involved in their work, through participation in a 
labor-majiageraent committee ^ having time to acquire Job-related skills and 
information s having a chance to demonstrate new ideas of their ownj or 
■V working in an autonomous team* 

= Inttrvening between the independent and dependent variables are a set 

:.; ; of variables measuring satisfaction with various aspects of the Job, l^e 
questions which elicited this information ^ and thfi distribution of responses 



."number of people from each of the fom occupations* Tables 1 through k 
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Table li AecQuntajita 



Would , Would' N.A. or 

like. ■■ Woiad Dislike- alrtady 

ve^y Would aot Vary havt 



;,TCjj' , , ttugh_\, _ like. _ likt Muah ' _ _ it 

l) Being ©a a cemittte with other Acaouat-^ 7 
aats, prograia direotors at yg\^ leeation 

iLiid , other adMaiitratori--whiq^ U?* ^0^ HS %% \% 

meet 2 hours ©veiyve 
tia© to dte Ida hsv to improve vork prO'- 

eedures and conditions where you work, h 

(COMMITT) . ' V;?. ,y ; . . ' 



i) Being allowed t© spend up to 2 heutfs 
S;,-""';?:- ' h., €vejy week during vork time ag^uiring 51 38 7 g 

" ^ Qew skills, infermationj and es^ertlst 

^A'fl-V- ^ to help you in your work. You could 

.1-^^ '. -^ spend this time readings gathering 

fe* ^' . ' Inforaatlon ©a your ©^mj enrolling in 

.^i'^r ~ ' courses, getting together with ©thtr 

t^^j!' Accountants to orgMiie training work- 

^Jv.r^^^-j shops for yourselves ^ ©r in any other 

that voi^d be ^eful to you-pr©vid- 
C^r^n^w'' ' ed that you keep your supervisor in-» 

j^*' ^ ' " forsid of hov yQU are spending this 

time (SOLLS). 

tS^i:^->;n: 3) lelng allowed to arrive at wori^ My time 

B4v.aw beween 8 and U am, «id to leave at any ^5 Ifl 8 

time between U and 7 pm=-provicl^d you 
- work the same total ai^ber of hours 

^ - eaeh dg^ as you do now* (Fl£XDAYj 

:; ^,v- , t) Reimburiement of up to $700 a year for 
■r^;im-:.y-:^r: - the cost of education or cQ\ms#ling 59 ^9 9 3 

s-i :- : . serviees, whether related to the Job 

/ - or not (EDUCOST) 

V = 5) Having the opportimity to sUbEit 

written proposals for demonstrations 35 U7 11 2 

of new or Is^roved ways to perform 

aeooimting functions* A coMiittee of 
; :A Accountants and a^dnstrators woiJi.d m^e 

T*. rtaourees available f^os a discretionary 

IN fund to support the best propoitd detrion- 

- strations. If you win, you would be in 

; ; - . charge of ewi^lng out your own proposal 

(DOIOim) 

i) Having yoitf working ho^s reduced by 2 
. hows a week. (L1SSTI^E) 5U 11 12 3 

f-; ' 7) Being allowed to come and go fi*om work 

?fr ; / at any time you ©hooie^providid you woi^ ^ti 18 26 lit 

'^V: the sase total number of hours eaQh week " . 

:| as you do now. (FLEXWISK) 

0} Being paj-t of a teaa with your supervisof 
.V,'.' " and eo-workers, which would have the ^3 36 8 2 

] M , authority t© deeide as a groi^ how the ■ 

. ' ' work is done-provided the total output of 

work ii the i^e as It is now, (^mfl) 

9) Being allowed to take a whole year off with 
half pay after evfry 10 years— with no effect 

on sick leave, ans ial leave, or terminal 60 I8 11 ' 9 

^^^^^ (SABBAT) 





^^able 2: Oollw Qfflea Aasiatfinta (B ) 



1) Being ©n a cossittee vlth ether Cont^t 
0* *ce A0Tlataiits,fac\aty,ttdmlniBtfator3 

. ' r : st\3f3^tg-vhieh votad meet for 2 hawa 
eyt^ veak during v©rk tine to daeide 
to iE^rDve procedurei and eonditleaa 
where yqu vork. (CO^Sa^) 

2) Being olloved to. spend up to 2 hem-f 
every vtsek during werk time aequlf Ing 
nev si^illSi information 4 and es^ertlsa 
to help you la your vork* You could 
spend this time ^reading, gathering In for- 
nation on yois- .o^j enrolling in eoursti s 
getting together vlth other Collegi 
Office Asslgt^ts to organise training ^ 
yorkahopa for yours el veg, or in any o the r 
vay that woidLd he \mef12i to you-^pravided 
that you keep your superyiisr inforsed of 

^ov you art spending this time. (SKILLi) 

3) lelng alloved to a^^rlve at vork Biiy time 
between S ^d 11 ami Md to leave at any 
time between U «id 7 pm-proTrtded you work 
the same . total nt^ber of hours eaeh day 
as you do now* There vould be a proeedure 
for ooordinating individual 3 ohediii as 
(FLEXDAr) 

k) Heiabursement of up to $500 a year for 
the cost of education or eounseling ser- 
vices whether related to the job or not. 
(EDUCOStr) 

5) Having the opportunity t© subait vrit^ 
tea proposals for demonstratlena of new 
or laproved ways to perform office ftaic- 
tldhs. A eoiimittee of College Office 
Assistiats and sdtelntst raters would make 
I'esources available from a discretionary 
fimd to support the best propose demon- 
strations. If you win, you would be In 
charge of carrying out your own proDOsal. 
(DEMONS) - - 

4) Having your working hours reduced by 2 
hours a week. (LZSSms) 

7) Having ^ days every year for thorough 
•orientation tod training eesiions ,>mich 
- would; be planned by a eoEsilttee of Collegi 

. Office Assistants ^administrators , and 
tralninf cons^tanta, (ORIINT) 

B) Being allowed to come uid go from work 
at.^y time ypu choose-provlded you work 
the- same total number Qf hours each week 
as you do now* ^ere wotid be a procedure 
for eoordinatlng indi^dual sehedvies. 

9) Being part of a team with your super- 
vlaor and co-workers .which woi^d have the 
;authorlty to decide as a groi^ how the 
vork is done -provided the tot^ output 
of .work is the same as It is now. (TEm) 
10) Being ^IcJwed to take a whole year off 
with half pay after every 10 years-wlth 
no effect on aicfc leavti^nual leave, or 
terHdnal leave * ( iADBAT ) 



Would 






Woiad 


H.A. or 


Uke^ 




Would 


dislike 


iJL ready 


veiy" 


Would 


not 


very 


have 


much 


like 


like 


much 


it 




33^ 


20% 


11 


3S 



56 



29 



11 



i*5 



k7 



36 



7a 



56 



Ul 



T5 



ERLC 




47 



Si* 



17 



la 



31 



13 



17 



22 



28 



10 



20 



10 



11 



18 



11 



Table 3: r^T ^se's Aldeg 



Havlni ilQ or 15 oiautei at the beginning 
of your shift i «id another 10 or 15 minutei 
at the end ©f your shift, for the Nurse 
and Aides Who a^e going Off duty to tall- the 
Nurses ajid Aides who are coming on duty ahout 
what is happening with the patients on the 
vard. (BRIEF) 

2) Being on a c^mlttee vith other Hurse'i 
AideB, doctors^ nurses^ teehnicians, and 
adiainistratori-vhieh would meet for 1 hours 
every vtek during work titte to deeide how to 
Iniprove procedure g ^d conditions In thle 
hospital. (cOMTT) ^ 

3) Having the option of working two ^-^heur 

- shirts taeh day, with tine off in between 
to^do other things-instesd of one gontiflU- 
ous 8-hour shift- (FLBDCDAY) 

U) fiaving days with pay every year for 

thorough orientation and tr^ning seasioni, 
which vould include tc^ics like emergincy 
piroged\^es, tak'ing vital signs, aad co^u- 
ni cation with patienti* (ORIENT) 

5) Having yoiJ^ work tine reduced "by i hows a 
week with no cut in pay (LESiTIIS) 

6) Paymeat of \xp to $UQ0 a year for tht cost 
©f uiy education, training, or couniellng 
services, whether related to the joh or 
not. (EDUCOSTI • 











- 


Would 






Would 


NtA, or 


like 




Would 


Dislike 


^rta^ 


veiy 


Would 


not 


Vexy 


have ■ 


niich 


like 


like 


Much 


It • 


k2i 


lk% 


'is 


IS 


1*2$ 



61 



56 



53 



T) 



8) 



Being part of a teas vith your Si^ervlsor 
and co-verktrs, which have the authority to 
decide as a group how the work is done-=^ 
provided the total output of work is the 
e^e as it is nov^ (TEAM) 



1*2 



Having a contest every yea^ for Nurse *s 
Aides in yow^ hospital ,whare the Nurse *8 50 
Aides who write in the best suggestions 
for ii^roving patient qbtb would win an ex=- 
tra week of paid vacation* ThQ winners would 
be choosen by a eenmlttte of nu^^es, doc- 
tors, ^d aiM^nistratora, CCOHTEST) 

9) Kavlng the option ef working different amounts 
Of time in different d^a-provlded you work 23 
the sane total number of hours each week as 
you do now, (FLECWIEK) ^ 

10) Being flowed to t^e a whole year off with 
half p^y after every 10 yeari^with no effect kk 
on lick leave, annual leave, or terminal 
leave/ (SAllAT) . 

11) Giving patients a fore when they leave the 
hospital to write do^m the name of any Nurse*! 37 
Aides who have given then e%tra care. Aides 
whose names get written down by a lot of 
patients could get up to 5 extra paid holi- 
days each year. Aides whose aames do not get 
written down by an^ patients would not got 

any extra holidays, but no one would lose any 
tine off becavae of this, and no one's evalu- 
ation would be affected* (PATCARl) 



IjO 



11 
31 

37 
38 

31 
3U 



li3 



1*0 



12 



10 



0 
2 

20 



33 



30 



31 



S6 



17 



18 



12 



11 



erJc 



48 




Trtle ki goclaa Sgrviee Susegylsera fl) 



.it-; 



-1} Beiag a eoi^ttee vifih other SQelal 

St yo^ leGstienj aad other a^iniotra- 
tors-whieh vo^d meet for 2 hours eveiy 
vcek durlBi work time t© decldt hov to 
iMpTQye prodtdurts esd cgn^tiona v^ere 
; you vork* (COMMlTTj^ s.. .. - 

i) Beliig auLloved to gpead i^) to 2 hours 
everyivtek during vork time acquiring 
nev skilli, information, ^d ©i^ertiit 
to hmlp you in your work* You eouid 
spend this time readiRg, gathering 
information on your ovn* enrolling in 
eoursei j getting together ■^th other 
ioeial ier^de Supervliors to organiie 
training workihopi for yoursilvesj or 
in ^y other way that yould he uaeful 
to you-provlded you keep your super-^ 
visor inflamed of hew you ^e spending 
this time* (iKILia) 

.3) Being allowed to arrive at work my tine 
hetveen 8 and 11 am, and to leave any time 
hetween U and ? pm^prevlded you work the 
same total numher of hours eaeh day^ as you 
do now* There would he a pregedure for 
coordinating indiirt.dml schedulii, (flexday) 

^) Reimbursement of up to $70Q a year for the 
eost of education or eeunseling servieeai 
whether related to the Job or sot, (eduQQST) 

5) Having the opporttmity to auhmlt written 
proposali for demonstrations of new or 
i^roved ways to deliver servloes* A 
committee of Social Service Superyliora, 
case workers , uid adMaistrators would 
^ke resources avallahlefc^om a dlscre^ 
tlon^ fimd to support the heit proposed 
demonstrations. If you win, you would 
be in charge of carrying out your own 
proposal, (DOIQNS) 

fi)Haying yot^ working hows redueed by t 
hours a week. (LSiSTl^ffij 



Would . . ^ 
like '^r V;' 
very.. ^ "^Woyld 

;much=^^'^^ifci ' 



wo^d 

mot 
like 



"Would - = 
Dislike 
Very 

much 



N.A, or 
already 
have 

it 



^11% 



3/» 



3% 



5T 



29 



53 



6T 



1*2 



Ik 



23 



1*2 



10 



7 ) leing allowed to come wd go from work 
at any time you choQse--pro'^ded you 
work the same total number of hours each 
week as you do now. There void.d be a 
procedure for coordinating indivldml 
sehedulei CPLECWIIK) 

8) Being part of a tei« with your siQser- 
visor and co-workers ,vhieh votid have the 

_ B\rthorlty to deeide as a ^oi^ how the 
work is done-^pro'id.ded the total output 
of work Is the s«e as it is nov,{TEAM) 

9) Being allowed to t^e a whole ye^ off 
^th half pay after eveiy 10 yeea's-wlth 
no effect on sick leave, annual leave, 
or teTOinal leave* (SAlSATj * - 



1*9 



kk 



39 



71 



33 



19 



33 



1^ 



12 



12 



13 



ERIC 




I^LE~5r ACCOUNTANTS 



PerGentane of Nianter Responding 



g|^|3^tl^i^ih satisfied would you say you are with your job? (ALLJSAT) Number 

WS&^^^'^^^'^^^y Somewhat Not too Not at All 



gj.;^.^^:- fio d 8^ S a t i s f i cd 51% S a t i s f i ed -27^ S a t i s f i ed 8g - 

MS^^P^^^-^^^i^^S^^^' "^^^^^ you say you aro with each o f the followine aspects of your 



Responding 
Ikl 



(Please check one) 





Very 

Satisfied 


Somewhat 
Satisfied 


Not too 
Satisfied 


Not at All 

Satisfied 




M 


hot 


J 1 /* 




Fringe benefits . (ASFRINGE) 


iti 


k3 


11 


3 


Tlnje^'off , (ASTIMOFF) 


its 


UB 


8 


2 


Job sacurlty . (ASJOBBEC) 


52 


ho 


k 


k 


Opportunity to get the facts 
and information nccessa^ to 
do the job well, (ASFACTS) 


8 


39 


28 


25 


Opportunity for promo t ion, (ASPROMO) 2 




^8 


uo 

- ^ 


Opportunity to loam new skills 
and abilities, (ASinjaiCCL) 


1 


21 


1*0 


38 


Opportunity to make friends on 
the Job, (ABFRIEND) 


15 




22 


10 


Opportunity to decido how you 
do your work. ( ASHOWDO) 


■ 11 


53 


23 


13 


Opportunity to use the skills and 
abilities ycu have, (ASUSEIC^) 


6 


36 


30 


28 


Opportunity to do a variety of 
^:things. (ASVARIE) 


T 


37 






Opportunity to get ^recognition 
for your work 1 ASRECOG) 


3 - 




.a? 


1*0 


Opportunity to have an impact 
on the way things are done, 
(ASII^ACr) 


1. 


30 


32 


3T 










opportunity to gat Gompetent 
supervision. {ABSUPERV) 


8 


35 


2T 


31 


Opportunity to use your timo 
-as you see- fit. (ASUSETIM) 


11 


lip 


. a? 


15 



158 
I5T 

15 T 
155 

15 T 
158 

157 
158 
158 
15 T 

155 

157 

158 

15 a 

158 



ilP^JiS^';^! . TAMM 6 1 COLLEGE OFFICE ASSISTANTS (B) 

Peretntage of Number Responding: 
JM; satisfied would you say you are with your job? (ALLJSAT) Numbar 



Wwrl -: ''C'- Very Somewhat 

\. Satisfiad 32^ Satisfied 56^ 


Not too 

Satisfied 


Not at Al 1 
9% Satisfied 3% . : 


175 . 


.: . How satisfied would you say you 
. . : job? 


are with each of the 


following aspet 


:ts of your 




* 


(Plenae 


check one) 








Very 

Satisfied 


Somewhat Not too 

Satisfied ' Satisfied 


Not at All 
Satisfied 




" . Pay. (ASPAY) 




60% 


_i8i 


- — ^ — « 


19k 


Frirge benefits* (ABFRINOE) 






k 


0 


I9it 


Time off * (ASTIMOFF) 


1*6 


U5 


7 


2 


192 


Job security, (ABJOBBEC) 




28 


a 


2 


189 . 


Opportunity to get the facts 
' Mnd information necessary to 
;4o the job well. (ASFACTS) 




HQ 


28 


Ik 


192* 


.Or^naprtunity for promotion* 

Opportunity to leam new skills 
and abilities* (ASNUSKIL) 


6 


21 


• 36 


31 


192 


9 


30 


3l» 




192 


Opportunity to make friends on 
the job* (ASFRIEND) 


29 


59 


9 


3 


19U 


. v; Opportunity to decide how you 
do your work. {ASHOWDO) 


• 32 


ko 


20 


3 


191* 


: Opportunity to use the skills and 
" abilities you havo*(ASJJUSEKL 27 


39 


22 


12 


19U 


Opportunity to do a variety of 
things. (ASVARIE) 


31 


3k 


23 


12 


192 


• Opportunity to got recognition 
:^;C.;^for your work* (ASRECOG)^ 


Ik 


30 


29 


27 


193 


i::: Opportunity to have an impact 
on the way things are done* 
(ASIMPACT) 

Opportunity to got competent 
supervision* (ABSUPERV) 


15 


2T 


32 


26 


X93 


TO 


1*0 




j5 


189 


Opportunity to use your time 
, as you set f it * (ASUSETIM) 


20 • 


145 


13 


22 


193 



ERIC 



"smmix NURSE *s aides 

Peretntage ©f Nuabfr Responding 



Pliy^Uan all, how-satiif 
Satisfied kB% 

W^i^/^-^^^^^^^ would you say you are with each of tho followinc aspects of your 

job? ^ \ ^ ^ — — = 



led would you say you are with your job?(ALLJSAT) • NuiBber - •> 

. Responding; 

Somewhat Not too Not at All 

Satisfied 36^ Satisfied XS% 



Satisfied 



89 



Igg^-iob? 



.O-XPay. (ASPAY) 

Fringe benefits .(ASFRINGE) 

Time off , (ABTIMOFF) 

^^^^Joti security. (ASJOBSIC) 

^ Opportunity to get the facts 
and information necessary to 
do the job well . (asFACTS) 

Opportunity to learn new skills 
and abilities. (ASNUSKIL) 

\y Opportunity to make friends on 
: tho job. (ADFRIEND) 

Opportunity to decido how you 
- -do your work, (abHOWDO) 

" '- .Opportunity to use the skills and 
abilities you have, (ASUSEia^) 

Opportunity to do a variety of 
things. (ASVARIE) 

Opportunity to cet racognition 
-.('v for your work. TasrecogJ 

-\ Opportunity to have an impact 
l ^^^^ 

. Opportunity to got competent 
; supervision i(ASSUPERV) 

; Opportunity to us© your time 
, as you' see fit. (ASUSETIM) 





(PleaBe 


eneck one) 


Very 


Somewhat 


Not too 


Satisfied 


Satisfied 


Satisfied 


^M. 




\ St 


23 


57 




37 


50 


11 




47 


14 


38 


36 


18 


2k 


3g 

■ 28 




31* 


23 






«7 
1 










31* 


13 


3I4 


3U 


27 


33 


26 




aa 


37 . 


alt 


35 


as 


.si 


1*2 


Ik 



Hot at Al 

Satisfied 



ML 



18 



Ih 



17 



90 
90 
90 

88 

89 
90 

90 
86 
90 
90 
89 
89 

8? 
68 

88 



mm^^m^'^^:^^^^-.- ■ -rej-centage of Number Respondlnn 
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k3 


15 


12 


395 


Opportunity to got the facts 
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in each oceupational p'oup are" shoTO in Tables 5 through 8. 

Desire for particular kinds of qhange is ejected to be assoGiated 
with eartain kinds of expressed dissatisfaotion. Dissatisfaction itself 
ii aOTaeted to correlate with certain characteristics of Individuala, In 
this sanHe, dissatisfaction is expected to act as m intervening variable 
between individual characteriaties and desire for change in the job, ; 

Findings 

Repression of stated desires for change on expressed satisfactions gave 
the following statistically significant resid.tsi 

1* Desire for a labor-management comlttee (CO^MTT) is stronger among 
Accountants who feel dissatisfied with the Mount of impact they have, 
among College Office Assistants who dislike the lack of promotional 
opportimity (and perhaps see this as a substitute) , and among Jtose's 
Aides Who say they are satisfied with their opportunity to decide how 
they do the work (perhaps an e^roression of identification with the 
organisation). 

2, The idea of having some time to acquire Job-related skills and infor- 
mation (SKILLS) was more attractive to College Office Assistants who were 
dissatisfied with their opportunities for making friends, iuid to Social 
Service Supervisors who did not like their lack of opportunity to decide 
how they did their work. Evidently some of the former group read this 
proposal as a social opportraity (seminars and workshops) while the 
latter group viewed it as possibly enhancing, their autonor^. 
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k tlexilalm work day (FLEOTAY) appealed generally (vhen the four occu- 
pational groups were pooled together) to respondents who vera satisfied 
with their ftinga benefits and Job security—and dissatisfied with their 
time off, promotional chances ^ Bnd opportunities to learn new skills and 
to decide how to do their work* In short, flexible work hoia-s appeal to 
workers who are comfortable but restless and bored. 

Reimbursement for general educational e^cpense (EDUCOST) eommends itself 
most favorably to Accountants who feel they ara doing professional 
accounting work but not getting enough recognition for it (possibly they 
have an interest in keeping their skills fresh for outside consulting); 
also to College Office Assistants who feel their work does make use of 
their skills but lacks variety. 'Die idea also appe^s to College Office 
Assistants and Nurse's Aides who egress dissatisfactions with the 
supervlslcn they get — this unei^ected correlation seems to be picking 
up a desire to get even with soma supervisors who flaunt their educational 
credentials* 

Stated desire for opportunities to demonstrate new ideas (DEMONS) does 
not seem to correlate meaningfully with anything* 

^ong the combined saiiiple of all respondents, desire for a two-hour re-- 
duction in the work week (LESSTI^^) is strongest for those who feel c^s- 
satisfied with their time off now and with their lack of opportunity to 
learn new skills, but who are satisfied with Job security* 
Flexible weekly hours (FLEXVffiEK) ha-^ most appeal in the combined sa^le 
for workers ttssatisfied with time off; for Aecoimtanta dissatisfied 
with lack of variety; College Office Assistants who are satisfied that 
their work has an impact but dissatisfied with time off and with lack 
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of opportunity t© decide how they do their work (similar to the pattern 
for FLEXDAY); and Nurse^g Aides who are most satisfied with opportunity 
to leani new skills (apparently a spurious correlation). 

8* Desire for autonoTnous work teams (TEAJI) sometimes reflects satisfaction 
with the organisation, and sometiines dissatisfaction with the way work 
is organised* Aceountants satisfied with fringe henefits and College 
Offiee Assistants satisfied with their opportunity to learn new skills on 
the Joh^ as well as Nurse Aides who are satisfied with promotional 
ehanees and opportunity to use the skills they have, all express more 
interest in working in snmll teams , as do employees in the pooled sample 
who like their chances for pro'motion* But Social Service Supervisors 
who feel they are not getting the facts and information they need — and 
Nurse's Aides who are dissatisfied with their present opportunities to 
make friends ^ have an impact ^ or use their time as they see fit — all 
have a positive interest in teams , too* 

9* A year's leave of ahsence with half pay after every ten years (SABBAT), 
generally the most popular proposal, appeals most to respondents in the 
combined ssjnple who are dissatisfied with the time off they have now- 

' Having established that some of these satisfaction variables are related 
as expected to desire for certain changes , we may now ask whether the char- 
acteristics of individuals account for differences in desire for chMge^ and 
to what extent any connection between individual characteristics and desire 
for change can be traced through expressions of satisfaction. However ^ the 
resiiLts show such a tenuous association between individual characteristics 
and desire for change that the hypothesis about satisfaction as in inter- 
vening variable cannot even be tested. 
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Regression of desires for change on characteristics of indivlduale 
shQwed a fev consistent and statistically significant connections. But the 
oharaoteristics of main interest here ~ age and educational background ~ 
seem to have little consistent effect. In this sample, more highly 
educated workers in general show no stronger interest in Job changes that 
would permit greater self-direction or personal involvement — nor in any 
other kind of change in the Job. Tliig negative result misht have been . 
discounted if the proposed Job chMges were si^ly irrelevant to the concerns 
of people in this sa^le. But the sipilficajit associations between desires 
for chMge and expressed satisfaction, swmariged Just above, would seem to 
bar such an escape. The inescapable conclusion from this data seems to be 
that education is not one of the variables that affect preferences for changes 
in the Job, Similarly, age by itself has no consistent association with 
desires for chMge in the Job, 

A few independent variables do have consistent and significant effects, 
Mong Social Service Supervisors, people who have experienced abnormal insta- 
bility in their Job assignments express greater enthusiasm for Job changes a 
especially for flexible hours* They also express more dissatisfaction with 
most aspects of the Job, A similar pattern occurs for Social Service Super- 
y±soTB who are not actually supervising anyone but who would like to do so. 
They have a stronger preference for most of the proposed Job chMges, especially 
the autonomous work te£Uiis» And they^ too, express. more dissatisfaction with 
most aspects of the Job, 

Among College Office Assistants, those who have more frequent contact 
with students express less desire for most changes in the jobj^ md generally 
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more satisfactiiQn with the Job as it is. Interacting with students provides 
aatlsfaetion which the proposed changes evidently would not enhance* 

A aia^jriee among the Accountrats: those who have had to vait a longer 
time.slnee their last promotion relative to the length of time it took to 
get that last promotion have less enthusiasm for ehange, and more satis= 
faction with the jo^ now. It is hard to avoid labeling this as civil service 
stagnation, 

These four variables are not, strictly speaking, characteristics of 
Individuals; they reflect aspects of a person *s experience on the Job. Host 
of the purely personal characteristics measured here simply do not show con- 
sistent connections with ratings of the preferred Job changes. Only two 
exceptions were found. Social Service Supervisors who have another wage 
earner in the household report less enthi^iasm for changing the job ~ except 
that they would like more time off — and report more satisfaction with 
almost evei^'"thing. Also among Social Service Supervisors, males have less 
interest in the proposed Job changes — but they also report less satis- 
faction with most aspects of the Job. This is the only variable which affects 
desire for change in the sareway as it affects satisfaction* Male Social 
Service Supervisors seem to be in a funk. 

Conclusion 

'^m associations between individual characteristics and desire for 
various kinds of changes in the job are highly complex. In this san^le 
there are no simple ways to categorise people for the pija^pose of predicting 
how they will want to makB chajiges in their jobs. Demands for chMge are in 
large part idiosyncratic , an expression of individual personalities. To the 

u u 
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extent that the union leadership or management are interested in improving 
the qmlity of working life for these employees, they vould need to be 
ainsitlve to unpredictable individual differences. 

As for the college cohort of the IpfiOSj these findings give no reason 
to expect them to be a force for any kind of change in the workplace — 
at leaat by '^/Irtue of age ajid education alone. But cohorti^too, may have 
their idiosyncrasies. , 
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^Rotert P. Quirm: ''OYereducation and Jobs . Can the Great Training 
MoVbrnry Be Stopped? Institute for Social Research, University of ?41chigan; 
1975. 



The survey is described and additional results are given ^ in David 
Stem: ^Vhy Unions Do Not B^galn for Job Enriehinenti Gome New Evidence"; 
Df^partment of Education, University of California, Berkeley; mimeo, July 1976. 

^972 Statistical Abstract . Tables l6l, l6a. Also see generally j. 
Rich^d B. -Freeman: ^e Qvereducated American ; Academic Press, 197G, 
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5 

mchae3jvF, Crowley; "Professional Manpower: The Job Market Turn« 
aJTOUnd," Monthly Labor Review 95 (lO):9-15/ Also Freemani The Qvereducated 
AmericM, py j.?-. ^ - - 

For evidence of this, see Freeman ^ The OvereducatGd American . Chapter 2, 



Some evidence of the usuri, and presimiably expected^ association 
between educational attainment and nonpecuniaiy qualities of work is given 
in DaYid Stern: "Education, Wages, and Nonpecuniary Qualities of Work: 
Some Empirical Findings"; University of California, Berkeley ; mimeo, 
September, 1976* 

^Nancy C* Morse md Robert S. Weiss: "'Hie Function and Meaning of 
Work and the Job"; Americeui Sociological Review , 20: 191-198; 1955* 
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Daniel Yankelovich: "l^e Meoiiing of Work"; in Jerome M. Rosow (edj: 
mm Worker and the Job, Copini^ with Change ; Prentice-Hall, 197^*; pp. 36-37. 

^^Yankelovich, p. Ul* 

' ^description of the sudden deluge of writing was given by Ted Mills, 
Director of the new Mational Quality of Work Center, in an address to the 
Public Affairs Comcil, Washington, D.C, May 2U, 1973* Books of the period 
includes David Jenkins: Job Power, Blue and vmite Collar Democracy ; New 
York: Doubled^, 1973; Harold Sheppard ond Heal Herri ck- mere^ave AH 
the Robots Gone? ; Hew York: Uew Press, 1972; Studs Terkel: Working ; 
New York: RMdom House, 197^^ Work in Ajnerica , report of a special task 
force to the Secretaiy of Health, Education, and Welfare; Cambridge: 
M,I,T. Press, 1973; also the book cited in footnote 9* Among the media 
features was a Newsweek cover stoiy: "Who Wants to Work?"; March 26, 1973. 

12 

George Strauss: -'Job Satisfaction, ftotivation, and Job Redesign"; 
Chapter 2 in QrKmigational Behavior, Research and Issues - Industrial ^ 
Relations Research Association Series, 197^; ppV 21-22. Second part of the 
q^uote is from Chapter 8 of the same volume, "Implications for Industrial 
Relations" 5 written with Raymond 1. ?4iles and Charles C. Snow; p. 195. 
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"Tlli Ginzbergi "Work Struct^ing Manpover Bealities^'j paper 
prepartd for the International Conference on the Quality of Working Life; 
Arden Houaa* September, 1972; p* 1^*. 

Ik 

Quoted by John Hoem "Worker Unrest i Not Dead, But Playing Posamn"; 
Buslnasi Week May 10, 1976* p* 133. 

' ^^To test whether large standard errors, Md reEiilting statistical 
inai^ifiQance^ were due to use of ordinary leaat squw*es regression with 
dependent variables measured on a four-point scale (ereating some hetero-- 
acedastiGity ) , eaeh dependent variable was decomposed into a series of 
binaiy "splits** ^ and the probability of a respondent falling on one sidex 
or another of each split was estimated by conditional logit analysis. The 
results were not qualitatively different from those shown in the text* 

Previous studies have also found mixed effects of education* One 
(Baraowe^ j.T,, T.W, Mengione^ and R*P, Qulnn.' "An empirically derived 
model of job satisfaction." Unpublished working paper^ Survey Research 
Center, University of Michigan, 1972) found no consistent relationship 
between educational attainment and importance of various aspects of a Job 
in predicting Job satisfaction, A measuofe of overall Job satisfaction 
was reg;resied on 33 separate "quaility of employment predictors," The 
regression coefficients were standardized (converted to beta coefficients) 
and then rarifeed in order of size. When these rankings are compared for 
workers with different amomts of education, results are inconclusive. 
Comparing hlQ workers with some college or more versus 915 workers with high 
school or less 5 the most relovi^t findings were as follows (a low rank 
dtnotes greater importance): 

Itgm Rank ' 

lesi^ educated more educated 

Worker's job allowed him to make a 

lot of decisions on his own, 27 3 

Worker had enough facts imd infor- 
mation to do his Job well, 29 9 

Worker's employer made many fringe 

benefits available to him, 1 25 

Worker's Job required that he be 

creative 6 30 

Worker's Job did not prevent him 

trom using skills he wo^d like • . 

to be using, 3 1 

Worker wels a full-time worker who 

received a higii inepme from his 

Job. 10,5 8 
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" ; . (eontioued) The first three items in this list support the hypo- 
thesii that more eduoated workers give relatively more wei^it to autonony 
than to monetaiy rewards i as me^ured by fringe benefits. The second item 
seamE to suggest that edueated workers are more concerned with understanding 
thair work mori thorou^ly^ perhaps inaluding how it fits into a larger 
eontext* But the fourth item contradicts the hypothesis, and the last 
two itama show no Mfference, 

larlier studies had mixed results. Asking people simply to rank the 
Mpaots of a Job that was most important to thenis C.E* Jurgenson ("Selected 
factors which influence Job preferences." JourpajL of Apnlied Psychology 31 
(6) i553*-56^ 5 19^7*) found pay was more important for less educated people^ 
while J*P. TTOxell ("Elements in Job satis faGtion." Personnel 31 (3)il99-2055 
195^ •) found just the opposite. 
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^ WI«*DNIQNS TO NOT BAB^IK FOR JOB INWCCHMENTi BOm NEW EVIDINCB 

Vhm suddm dmlugm, in 1972 and 1973, of witing^ on job ei^ichment, 

quall^ of ^^klng Ufa, and tiia posaibllity of ^ployeea baooming mora 

pirsoiially' in^ol^ad in work sa^ed, for m waent, to pu-b the laad»s of 

orfMi^ed later on the defensive, ht a UAW oonfefenoe of produotion 

\iork0rs in February, 1973, dnrinf n dieouesion of "noneoonomio issues'* 

(health and safety/ compulsory overtime, disoiplinary procaduraa] , one 

delegate asked ta aonaider what eould be done about ".the boring, repetitive 

2 

jobs in produqtion," Frasident Leonard Woodooek retorted, 

There are a lot of aoademidiana, who are siting a 
lot of noneenee, who don't ^ve any anewar either. 
But they like to create a professionalism wUoh 
oould give inare jobs to eame people who have never 
done uy real work in their whole lives 

In the saaie Mnth, tiae AFIr^ClO mmga^i^e toierio^ Federatlonlgt reprinted a 

saroastiQ speaoh by William Winpisjjiger, viae president of the jdaohinists, 

in whieh he ridiouled the "peyohia penlsillin known as job eMiohmant" 

presoribed by "labor's good friends govarnmant, intallsotual, and aoademic 
4 ' 

oixaliss^'* Instead, Winpisinger,. argu^ for 

wmwm of the kinds of job enriotment Uiat miions 
have fought for « batter mgas, shorter hours, 
vastad. pensions, a right to have a say in their 
working oonditions, the right to be promoted on 
the basis of seniority luad all the rest«S 

In Novei^ser, 1973, the uAW did establish wlte General £^t^s a joint 
CWroi ttee to Daprove the Quality of Workllfa, with tiie responsibility to 
ravlew, develop, and evaluate ^o jests that "Improve the work environment*" 

Bpwever, this Conmilttee operates outside the aoteal colleotlve bargaining 

... 'i ' ■ 

process. The UAW leadership may Imvm a slnoere Interest in learning about 
how to improve thm quality of worklife, but they are not praaslng the issue 
at tha bargaining table. 

65 



RtluQtMet to initiate bafgaining over the c^ality Of worklife has 

not hmmn limited t© the UAW, Albert Blra others eKamined eontraets 

from IQS different unions in 1970-1971^ looking for 

any mlmmm referring direotly to job enriotoent 
or other motivational progrMas or, indeed, to 
My Qonteaetiial attraipt to Mke w©rk more 
diver lified and interegttng. . . ."^ 

©ley coneltaded that "formal aoaeptmo© of motivational eoneapta or programs 

In eollecti^a bargaining agraements has been almoat non-existent." 

'*tf, job iredaaign psograms are good foe workers," wote George Strauss, 
Bay^nd Miles, and Oiarles Snow, "then unions should take the initiati'9'e 
In getting them introduced (as ama profesatonal unions have dona) . " 
Why, then, do so flaw union eontraets provide for anything reseiiAling job 
ensiehment? And why Is it true, aa Mitchell Fein claiinB,^° that the 
studies conducted In recent years "to prove that workers really want job 
enrictoent" have all been initiated by management, nevar by unions? 

The data to be presented in this paper nay help answer these questions 
key finding, from a survey of members of one particular union, is this? 
Even when individuals say they would like soma particular form of increased 
jjivolv^nt on the job equaUy well as some form of purely persortal benefit 
sueb as additional time off, they are likely to be willing to forego bigger 
pay Increases for the personal benefit than for the Increased involveBient 
on the job. If further research finds this sanie pattern of preference in 
■tte workforce at large, it would help es^lain'why unions 'do not. seek job 
enrietaent tteough collective bargaining, where demands can be won only 
at a price. The observed pattern also implies that employees will be , 
sore enthusiastic about job enrichment if they can somehow share in the 
benefit of any productivity gains. 
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^ha Survey 

The ^ta reported here came from a 1974 survey of public union m^bari 
in a major nQr^eastem city* The sample, from a large and hateroganeous 
public union f oonsisted q£ all union m^^ers in four narrow occupational 
groupis iooial Service Suparvieors, Nurse's Aides ^ Accountants, and Collage 
Office Aisistants (eecretaries in a public university system) , The survey 

carried out, ^" after a year of discussion and pratestingi from May 
tteough July 1974, At that tima tJie national unemplo^ant rate was rising, 
hut had reached only 5,3 pareent, mnd raployees in this s^^la were not yet 
conaemed about layoffs. 

The union leadership cooperated actively by providiJig m^i^ership 
lists, helping us* to arr'anga interviews, reviewing drafts of ©uo" cpiestion- 
nmires, ajid siting cover letters- TOough thm union was by no means cosmitted 
to using the smf^ay results, the fact that toe leaders actively cooperated 
meant that respondents could see some possibility, howav^ raall, that the 
survey would ijifluence union policy and tiierefore their own jobs. 

We devalopad thm questiormaire by talking to small groups of ^ the 
rank and file, who made numerous suggestions for in^rovdjig toeir own jobs 
in concrete, spacific ways. The questionnaira began, "How much would you 
personally like or dislike aaoh of the following specific pro^sals for 
changing your job?** In recognition of the fact that in colleative bar- 
gajjilng there must be tradeoffs, we presentad tiie .same list of proposals 

*^e first person plural incorporates saveral individuals whose 
assistance in plaimlng, executing and analysing the survey was indispensable 
to me, These are David Berg, Nancy G* Galuszka, Franklin Lewis, Leslie 
Petrovifrps, Ellice Peyton, Charles Whiteiore, and Mark Willis* 



mf min latef in. the qruaatiennaira# asking respondents tc^ indicate how Mg 
a pay Mii© tiiay would require in exeh^g e for doing without eaoh hypotoetieal 
ehaage in the job^ if toey h^ to maXe this ehoiee between a raise in pay 
aM a partieular change in the job itself. 

bestoe for Mqtb involvament 3jfi the Job 

Tha qualitative ratings of proposed job ghanges are shown T^lmm 

1 ttrough 4, in each t^le tim first fiva eolijDms display the peraentaga 
dlsteibu'tion of responses to all the proposad ohangas^ for one oooupatlonal 
group- The nesrt 'Uiree ooltmna in eaoh table give thm peroentage distribution 
of respondents who indioated tiiey would like a pressed ohange more than, 
the same as # or less aiiDply having ^ei^ working hours raduoed by 

2 hours a week, This conparison uses thm stated desire for having the 

2 hour reduotion ija work wa^ as a baseline for assassijig the stated desires 
for all the other proposed ohangas* Slnee mmm of thm proposals represented 
possibilities that SOTie of the respondents already had, the peroantagas in 
'tte last three oolisms refer only to respondents who answered the question 
Md whw did not indioate that this was somethJjig they already hai,^ 'The nun^er 
of these respondents may be diffarant for eaoh proposed ohange, and is 
shown in the last column of aaoh table. 

Tables 1 through 4 ihow that most people in this sample express no 
more desire for a 2^h©ur raduotion in their working week than for proposals 
whlah would give thm mora opportunities for lemming and for involvOTent 
in the job, While more than half of the whole sample do say ttay would 
IdJ^a vary muoh to have their working hours reduoed by 2 hours a week, a 
majority of" each ocoupational group view all of the otAar ohangas, with 
one aKceptlon, at least as favori^ly as having more timm off. The single 



:'«ception is Uiat most Nurse's Aides dialike to© idea of flexible daily 

vworlc hours (X will return to this* later on) « 

^ ............. - .. 1^ . . 

It niay seem su^risinf that respondenta do not es^ress greater faTOr 

for rfsduetien to hours of work* But tMs findinf is consistent wito toe 

risspQnses to anotoer question! 

Suppose that won a miilion dollars in a lottery^ 
ud on tos same day toe ci-^ announGed it oould no 
longer pay your salary* Would you oontinue to ipend 
my time at your present job as a volunteer? 

Between 25 and 30 pereent of toe Acoountants^ Sooial Service iupervisorsi 

and College Office Assistant answered "yes;^^ hnd anisng Kurse's Aides # 

who earn ateut $8^000 a year, toe proportion filing to vt^ltmteer was an 

aaasing 77 pereest* This raises doubts ^out toe general validity of 

William W^pisinger's oontention that, "If you to enrich toe job^ 

begin to decrease toe ntmber of hows a wmker has to labor in order to 

' V 12 

earn a deoent standard of livtog." 

On toe whole^ toe most popular !* proposals .were tooea ,toat: would create more 
opportttiities for learning^ both on toe job and off* Collar ison of oolimn 
sik, with;:' column Wight in '^^les 1 . ttobugh .4- ihows; whetoei toe nTOber 

r©£'^pe^ie ratJjig an idea|Mri fa^ t^a 2 Sours off abtually ex 

toe nuffiber rattog it les^ favorably • teong bo to Accountants and Social 
Service Supervisors # toere ^^e^e toree ideas to which toe nwiber responding 
more favorably than to 2 luurs bjff exceeded toe number respondijig less 

■favorably. TOese weres retobwsOTint for the cost of education or coimsellng 
whether job-related or ncti a half-pay sabbatical after every 10 yearsi and 

being allowed to spend 2 hours a week dtiring work tdjae acquir^g job^related 
skills and information. Miong Nurse's Aides toere were also tteee changes 
which attracted more positive thM negative votes relative to an extra 2 
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fe'euld N.A. or 

very h'eultl net Very have 
fflueh like lilii wuc^ 



iS^aht\i^tW with ^hif Aewuntaiits, piMa 

^P«& i houfi S¥efjP WWk during 
i^Sf^itW jww jte iBpJ^vi work precedures and 

ffiSiluSS'to'spii^^ te 2 heurs:BVirK week 
^imm hm rm skiUi. in aj,at^n. 



^fes^rapMlWig in cowsBSi getting togethij , 
^HitHitheri^coimta^^ triining^worX- 
iilhaPyeiirselveSi or; in any othif that 

iSiparvisor i nfowsd of hor yeU saandins thii t 



i S)Belif ^Wieiwd to iwivfr m 



bitwsen 
my till betwein | 



liAitiiihiri^jflf hottrs iaeh day as yeii .de now. 



Pi^^it Of tip w $700 a jett fof^the css^ 



JfepXthl^ job Qf Mt# 



'Siilnr^e eppoftunit^ to subsiit written propoi^i 
-i^Sof^dlflonstritleni Of new or iapreved wiyi to per^ 
•vi^ f art aecoM^^^^ funetieni , A eemlttii or 

ii^ ivallable freiB a diseretienafy fund to lupport thi . 
Ptiest proposed ddMstritiens. If you win, you 
Iv would W; in charge of out your own 

" iiHaving your workini hours fedueed by 2 hours a w@ek, 

'•' 7)lelnE allowed to Mil and fo.froi work W W tijP 
. ySu ihooie-providid yu-4 m the si«ie P'Jfflber 

•':v of houri eadt week a*, yau do new» j 

^ 5 (continuod,eM03it^9^P^r^^:.^ - ' ; ■ . 
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SI 38 



SO 2S 



31 
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IIV 2* 



7 ' i 



18 S 



3S '47 11 



12 

26 



3 
14 



it 



I 
1 



ttmiisred to rt' ^'heur rediml 
work weeki ihis preposed ehi 
weiiid bi! : 



nore 

d€S 



less ' (nuinl 
desir* reip" 
laise able to tt 



27* 



26 



19 



31 



21 



IQ 



m m 



SI 23 



S3 28 



46 23 



4S 34 



S3 57 



* . * 



70" 



Si^' , '■ ■ : ■ ■ ■■' 

J^^Weuld Would N.A, ar 

p^^ybi^^^lteuld net - ^ have 

ll#:i■ucl^ Ul^i like wueh it i 



l^; - 47% , 40% 11% 2% 



SI 



38 



SO V 2S 18 8 



S9 29 9 



3S '47 11 



U 54 31 12 3 

^ 42 18 26 ' 14 



1% 



pared to n 2^hour redufttion in 
work weekj this prepoied ehango 
wQUld bei 



loss ' (number 
mere dealr- raipondlng 

das Irable inae able t6tai*l64) 



27% 



26 



19 



31 



21 



10 



42% 311 



51 23 



46 21 



43 34 



S3 37 



(160) 



(159) 



S3 28 . (161) 



(161) 
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(1S9) 
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is ' 



thi saras; ■ 



ne iffeet ; ^ 



ill''-. 



il',. 

Si:"' 



Itould : ■ Kouid N.A. or 

like ffould jliUko alriady 

vety ; Jeuid noi Vtry have 

guieh" Hkft Ilka aueh it 



431 .381 81 



01 



€0 



18 



11 



Comiiarcd to n 2.h6iir feduetien In 
work week, this proposed change 
veuld'bei 



iesi (nussbef 
nere desir- respending 

desiTflble iBwa able total" 164) 



111 



SSI 21% 



2i 



59 18 



(1S7) 



1: 



,V'i.'■:. V;■;;.?^A:l■^,^V.■;;^■:^'■-v,^^ 
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1.1 



Table 21 ColloRe Of glee Aisiitants CB) 



i-^i^XJ-liing on a committee with other College Of flee 
^jSjApA^ adBlnistraters, and itudenti" 

IfsS^Rwhich would weot for 2 heurs^ ever^ week during work 
to decide how td iirprove proeedurei and 
fISlitoiiditions where yeu work , 

""^fe2)iBeingial lowed to spend up to hours every week 
,^4^";!- , "during work time ^ new skills » inifojintttion, 

} expe rtise to he Ip you In your work , You cou Id 
#t^f&J- spend this tia© reading, gethering information ©n 
f fe% ^ your own i enrolling in courses , getting tegether 
with other Cellege Of f ict Assistants to organi le 
^fetralnlng workshops for yourselves, or in any 

other way that would be useful to yeu— provided 
0- that you keep your superviior informed of how 
M^^ you are spending this time* 

3} Being allowed to arrive at work any time between 
a and II a,9. i and to leave at any time between 
4 and 7 p.a.^«provided you work the same total 1 
number of houra each day as you do now* There 
- would be a praceBure for coordinating individual 
schedules. 



'it 



5?. • , 



Reimbursement of up to $SO0 a year for the cost 
of education or counitling services^ whether 
related to the Job or not. 

Having the opportunity to submit written 
pre^posals for demonstrations of new or 
improved Ways to perform office functions, 
A committee of Collage Office Assistants 
and administrators would make resources 
available from a discretionary fund to 
support the best proposed demonstrations • 
If you win ^ you would be in charge of 
carrying out" your own proposal I 

(continued on next page) 



Would 
like 
very 
much 



Would 
like 



Would 

not 

like 



Would 
Dislike 

mueh 



N,A. or 
already 
have 

it 



431 



33% 



20% 



1% 



3% 



16 



29 



11 



4S 24 17 12 



47 31 13 2 



36 40 . 17 3 



LonipaT(m to a 2^hour fcducti 
work week j this proposed eHl 
would be: 



■ less (numb 
more dasir* respe 

deiirabie iame able total 



12% 



43% 43% 



(204 



13 



§5 32 (206 



11 



44 47 (20S 



58 35 (19S 



39 50 (200 
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Aisistanta -(B) 



infoTistieni 
Voy eould 

hew 



bstwean 



llviduii 



tfould N.Ai or 
Md Disliko already 



;;";y«ty tfould nat Vary hm 



■ueh like like nueh 



It 



itudintS" 

,work 43V 

and ■t-^:.-:..,.. ■ 



S6 



4S 



131 aoi . 1) 



29 



24 



17 



47 31 U 2 



36 40 17 I 



31 



^timparcu to a 2-hQur reduction in 
work. week, this proposed change 
would bo: 



. ieis (nunber 
tnore , deslr- : responding 
desirable lame ible totii»2j[4) 



121 



13 



U 



43^ m C^04) 



5S 32 (iOS) 



44 47 



58 3S 



39 50 



(195) 



(200} 



■,Tabli 2s Calle ffa Office Aislstantl (eentinuod) 



li'Qyjd *?fuld N.A, or 

lika Kould Dislike 

very Ifeuld net Veyy 

inueh like ilkfl MUch 



'WW 



^ 'here would be 
es. 



<^:.\\ of heUTi eieh week as you= do now* 
^%^,v.a.prododufe for ceofdinatini indivi luil se 

fl)Boing p«f€ 8 ttm with your supi visor wd' 
co-workers, whieh would have the aufhority to , ' 
?'^'< , . :deeld6 IS % group how the work Is dona--provided 
ifJvVithe'tetil output of work Is the smii is it Is, now 

Sfeio^SoN kllewed to take a whale year (iff with half 
fiSf.' piy aflEer every 10 yeari-ifith no eileet en siek 
s V laavo,' annual laava, or teraiinil leivi* 



41 as 8 4 



,71 M l 2 



\S 



lM-- 

^ ■t-j^yllaving yeuf working hours redueed by 2 hours ' . 

,. • • ., ; ■ ■ 
^viljulavliii S diys every year for thoreuih oflentation 
iS.itnd'tfalnlng sessions, whieh would be plinned by 
&^r;'-.i:eeiifflittei of College Off ice Aisistants, idminJ 
fe^^^lnrWoB, and training eensuU^ ' 
0^p^y':r^ ' ;, ■ , ■ ' r X '' '• - ' 

^rlw' ajeeing 'flllwed to cose and gb ffoni w»k 

'^^fe. 'you eheose-provided you work thi sm^ 4P 20 10 II 



alrsady 
hiVe 
it 



18 28 



18 



Compared to a 2*hour reduc 
work week, Ihis pfoposed e 
would be? 



less (nt 
Bore deslr- res 

jRstrable same able toj 



IS 



12 



16 



S4 31 



Si 43 



52 36 



7S 9 



i ] 



R4 



76 



Emt3 feohtlnued) 



l-a -.5-, 



heurs 



f It any tlii 
I ie ; tetal nuMbef 
I liftt nould be 
llusrsebedulis. 



visor and' ; 

frtty to /. ■ 
i|ii«previdid 
i|iij:l£ is now, 

f£;irtth half 
ivii, ■ 

*!'••'■ . 

o',"! ;- . • ', 



' i^^^^^ n.L or 

. ; i Would DisUka fllrtady 

veiy ; Would net Very 
aueh^ likB like 



^721 221 2k 



S8 18 



40 20 



41 



.7S 



29 



II 



20 



21 



10 



it 



li 



11 



la 



Coinnafed to a 2-hQur i-eduetien in 
work week, this prepased ehinge 
would be: 



leii fnuBiber 
fflwe desirs rispondlni 

deslfible saaie abls tatalnauj 



15 



12 



16 



S4 31 



S2 43 



52 3fi 



71 9 



(206) 



CiSS) 



C172) 



C1S9) 




77 
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■! - » 



I 1^ 



TaUe 3s ^ Nufse*i Aidei 



::fl)ltevifig 10 dr 15 minutes at the beginning ©f your 
H^^: ihift^ and onoth@r ID er IS nlnutis at tha end of 
shifti for tho HuriQ and AidfS wh© are gsing 
. .i^off .duty to. tell the Nurses and Aides who are 
^ u,•c«ln| on duty iboyt whit is happening with the 
fL'VpatOents on tht wa^d, . ^ "^^ Z 

V' .- '. ' . . , ■ ' ■ ' 

t 2) Being on i eo^ttie with othi? Nurie^s Aidiip 

v' ; dootors, nufseip tedinidans^ luid idsilniitfEtorii^ 

whidi would Biii for 2 hours eve^ week during 

)lf ^erfc tiii to dtdde how to improve preeidurai' i 

* and conditions, in this hospital. 

^ , , - - » r ' ■ 1 J • i . 

< - ^- - ' * ' '. , ■ 

3)Heviiig the option of working two ^^hDiir; shifts 



igah day I with tine off in botweei 
fe; • things-^lnstsad of one eentinuoui 



to d^ othoi' 
S-houf ihift, 



^^4)Hi¥ing I days with pay eve^ yet? f^r thoroU|h 
;ofiontition md training sessions i whigh would 
'^i; -indude topics like emergency protedureSi taking 
V'^ vital sipS| and eoi^unkation wi K patients, 

i Having your work time reduced by 3 haur^ i wiek 
with no cut In pay, | 

fi) P&yinent of up to |400 ayear for the coit of any 
v:. . eduoitioni training, or eounioilng servleoig . 
: . whether relited to the Job or not# ^ 

: Being part of a team with your supirviaor and 
co-worker5t which would have the authority to 
decide ii a group how the work is d6ne^^pro<^ 
. vided the total output of work is the la^e as 
/ it is now, ! . * ; 



(eontinued on ne^t pige) 



Kould . mm H,A» or 

like Kouid Dislike elraady 

vei^ Kauld net Verj^ hive 

iueh like like Biueh it 



421 m II I II 421 



47 40 2 1 



10 



3 11 43 40 2 



61 31 2 1 



56 37 4 3 



S3 38 ^ 4 2 



42 II I 3 20 



Compared to a 1-hour redut 
mk week, this proposed & 
vfould be I 



less (nui 

iOTO desif- rei; 

dosifAbli isms able lot 



2%S m m C 



21 



23 



is 



is 



S2 



62 



27 C 



17 83 ' ,,( 



IS ' ( 



€6 16 



S4 28 



^^^^^ %V'^v^-^*.". * 

^^iiS;Jit;-the end of 

whs '■if Bii''-',.. 



R^ll^lrtth t)ie 




Hfheurf shirts 



te do oth^ 
S-h©i^ shift* 

l^f thbf pugh - 



Iff 
m 

Mm., 

p^i aduresl taking 
W hi patients,: 



Sithi iaini if - 



'1. 



It 



^ . . (fBUld M.A. Qf 

UM . . iroyld Oislilte already 

yeyjr Jeuld net Vaiy hive 

Jik^ilke fflueh It 



61 



S6 



SS 



42 



421 "14* IS 



47 40 



11 



31 



37 



3S 



31 



43 



,4D 



421 



10 



20 



Ceinparctl £e a i-hmr reduction In 
work wsok, thli propescd ehingf 
mii Hi 



loss (number 
neri deiir- rcspendlng 

desirable sang abls tBtal*90 ) 



281 



21 



23 



18 



18 



591 m 



(S3) 



12 27 



U 16 



54 28 



(81) 



17 83 ,(88) 



62 IS 



of nucsu, 



s Allies In 



«ld Wan ixm paid, VJ H 




to: write down the ^ "^"^^^ ksB iiunss ; , 
have given thii extfa cater Aiajs wn, , 
S^rSMttea^^^^^ fcy » of patients eou a get 
It: rM%*^"^^^^^^^^^ each ydty Aides , 

|^^,r..;up, to f P®*: Sit written downlb}'. any 



like Wauld 
very h'euid liot 
..imh like iUt, 



Very 
iuch 



28 



44 



37 



33 ' a n 



30 , 17 



31 18 » 



H.A, or 
all 

ha^ 

it 



work week, this pfapesed ehings 
would bei 



iore 



less (number 
desir- respondin 
.... ahla totsl>90_ 



20^ 



IS 



(90) 



46 47 



li 57 S2 (89) 

.1 . 



41 44 ' (3?) 




1: 11' 



pt#-::^v. ■ 



IMiis'ln-;;-'..; 
lliint^eajt-.;-; 

fpNURtS' of . 
9fll!;thi S»li : 

Me Mw. ■ 

■ - 

tm 1 liqspital 
j^i IS who ' 

M.-,! itti'sM., ''- 
^^i d get' 



i': 



Kit:;:.!.. 



•!',: 

t 1 



like 

very 
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like 



not 



Iteuld N,A. Of 

Diillks alrtidy 

Very havi 

ttueh it 



101* 341 12* 3* 



28 



44 



37 



iirir. 

.l:,C. ; . ■. .,|! I 



33 * 26 



30 



31 
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18 



12 
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01 



Compared to a 2«hour roductlfln in 
wofV week, Ihls prspeied ehingi 
weuld bef 



less (number 
aert deilr- reipondlng 

^i.s<i-ahlB sime ible totaU90 



20t 



47t 33* 



11 



41 47 



57 32 



IS 



41 44 



(90) 



m 



{m 



(87) 



81 



Tibltt 4; SQcial Serylee Supcrvisori' (■!] 
I _ — , — 



'i' 
iji,<i 



... J . . ; 11 • i|J 

yfieing en & cefflaittee Mith othir Soiinl Sorvice'; 
f.;'Supirtisflrs, pregrM direetors « yeur lecationi 
P-lnd other idtainistrBtori--whieh woald ssel for 
ivJ heurs aviry week during wwk titiiq to decide; 1, 
-,.'.hsii t© iinpfove proeeduffs and conditions whfrp 
;;;;,yeu Hork. . , i. ';^ ' ' ' ' !■'!■ 

.;2)Beinf flllgwed to spend «p to 2 houja mm week 
ir.durinf werk tiie oequirint; now skills, InfoniiBtien, 
"'■' and OMpartiSi to help yeu in yeuf work, ; You could 
' .spend thii ti«i ifiding, gather ing llnferaation en 
r, your own, «nfeliini in courioi, getting tegsthor 
^ wlthbthw^ssi^l ^srvice SupervisQrs toprgwiiis 
ifjlt'filning workih^pSi for yourselves, 'or in' any pthor ^ 
f'-iWay that Muld be useful, to you-piovided you'*eip 

your supervlsojf Ipfonaed of how yoi are spending 
0Mf tine. ., . 



3) 0oing lUowid to arrive it work ari^ tim hmm 
S and U m,, and.to liavo it any tliiiB ljQtwee^ 
4 and, 7 p.ij.*->previded you work the sme; total ' 
nuabef of hours aa^ day ai yeu do now, iThore^' 
would he '1 pre'ceduro foT ceofdinating indlyidual j 

, sdicdulei. ; ' ^ ■ , i i \^ ' '' j;''' 

4) EtiBbursemint of up to $700 a year for the eost 
i rief education or, ceunsiling servlcii, whither I' 



fslated to 



br ,net, 



I 



'5} Having the oppoftunlty to submit writt'in' propsals 
' for deiBonstrations ,of,new or iiiiprQ^fid wayi to , 
deliver sifflees. A ceiMiitteo of Social Service 
y- S«pervisors, cise' workers, and aA»inistfatsrs| ' 

would sake reseure^s avaiiabla foria dlipretlpna^ 
" fund to sifpoft. the best proposed deinonstrations. 



: If you win, you wov(ld bo in charge 
out 3^ur own propospi 

(continued on next page) 
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Kould H.A, or 

Nould Disliko aiready 

very would not Very have 

liiuch like like iuch it 



t^ould 
like 



17 
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46V 3SI Hi IS 
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S3 24 14, 8 
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Compared to a 2-hour reduction in 
work weeki this proposed ehangi 
would be: 



less !(nuniber 
nore desir< responding 

desirable sinie able total«427) 
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m m m) 
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2S ' 42 33 (401) 
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#H total ^ 
■ thqrb " 
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f ■ ' • Ir. ' 

t^i cost 

II prc^Qsals 
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1; Servict 
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^QUW Would N.A, or 

li^Q Would Oiillko olresdy 

very ^ ^uld not Very have 

Biuch like ilka much It 
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S3 



67 



42 



3S% 
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14 
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SI 



Compared to a 2-hour roductlon in 
work Vfoek, this proposed ehange 
would be; 



loss :(nUjnbtr 
mort doiir- roiponding 

degtrable same able tQtalg42y) 
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41% 30% 



47 



41 



S3 



42 



21 



28 



14 
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(412) 



(401) 
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, (conUnuod) i i .1^^^ 



.••,0Havifi your working. hours yodueed by 



^;?)8iing illmi to coko imd go frofn wort a^^ any: | 
" tim you rtooseH'^pifevidad you work ph^ sane 

totii nuLbit of ^houVi oaeh wiik as veu-d^ now. 

Thiro ^uid bi a|prpeedure for eeor|lnati]ff i 
y^,, individual ichldulf 3 1 



. til a with your iupev|io; 
eh w^uld have th's auihorii^to, 
dedd^ ii a groMp hew tho work is d mt-- ird^ 
:¥ld6d the totil outputiof work is tio sm 



it Is now. 



Wioiflg aliowad to ttfi a whole yiar sff wij^h ; ; 
v; half pay if ter evsry. 10 ygiirs-with;np effeqt - 
" ' on siak leave, annual kayoi or taisiihal |loav5i 



I 



( ^ 1 

i i 



J • I 



M ' 



IN''; 



IN 



If 



l\'ould NiA, or 

like I tfould DisUka nlmiy 

my fi'ouid not Very have 

nueh llfca Uks aueh It 



m 331 12% 41 



44 19 20 S 



39 33 , 12 



n 11 S 
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L'Bn)|)are(J to fl"^hour tuduction i 
work uQcHi thli proposed ehange 
would bo' 



ieis (number 
iDore d€sir» respondin 

desirable same able totii"4i7 
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22 
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SO 31 



SB S 



{384) 



41 30 . , ,1, (36131, 



gERlC 
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visgys (I) 
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1 \W ' ' 
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Compared to a^Z^hour ruUuctiun in 
work v/ock» this proposed change 
would bet 


i^ould 
like 
yety 
mueh 


lould 

like 
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net 

likd 


Would 
Dislike 
Very 
much 


N,Ai er 
3 I read/ 
have 
it 


i nee 
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more desir* 
desirable same able 


(number 
« responding 
totals 427) 
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22 49 30 
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hoitts ©ff a week, was payment for the eost of education # training 

or (sounieiing, whather job**reiated or not. The other two warei having 
10 or IS minutes at the beginning and end of aaoh ahift for brief ings 
©n the statue of patients i and having five days with pay every year for 
thorough orientation and traiiJ^g. toong the College Offioe AaaistantSf 
only the half-pay labbatioal idea was rated favorably more often than 
ynfavorably relative to a shorter work week. 

^^ite the fact that more respondents would prefer extra tima off 
to TOre Ijivolvement in to€ job through oonraAttees, teama^ or demons tr a ting 
nmi ideas, thos© who would prefer mora InvolvTOent to more time off represented 
a oonsidarable minority. Usually mors than one out of fiva respondents in 
eaoh group r and never fewer than one out of ten^ said they would lika 
to be on a oosmittae to discuss prooedureSr or to TOrk 3m auiaorasiautonomous 
tsam,, or to have a ohahce to dOTonstrata new ideas of tiieir own more 
-ttiui they would like a 2 hour r^uction in thm work Week. 

Apart from the ratings of tiiese partioular proposals for inoreased 

involv^ent, many respondents as^reised a general desire to help .gat the 

^rk dona siore effieiantly and effaotivaly* A large nunfcer of cDmplaints 

BXid suggastlons cmm out in response to the following requast, wMch 

OGOurred at tha end of Uie list of hTOotoatioal job ehaagesi 

If you have otter idaas of your own for improvljig yoi^ 
jobr pleasa faal frae to wit th^ hare^ as well as 
any comments about what you eapeoially lika or dislike 
^out your job. 

One Collega Office Assistant, for exsmpla, simply complainad, "There 

is not enough job*related coBraunication on my job. This causes confusion."^ 



Thm maat Important thing lacking on my job is a 
eoordinatad progr^ of upward and doraward 
comiimi^ations. This lack of "good" communica- 
tion, upward and downwajrdi results in a large 
nmbar of fruatrationi Jii properly earrying out 
tha chief a^s of the Agenoy. 

Another Social Service luperviaar eKplained how mechanical rulei may 

replace porsonal involvement i 

Civil servant e «e hot trusted by 'tha administration be self-^ 
motivated # spontoneouSf creative or imaginative g policias 
and procaduraa sa:m necesiary for atudardization of uplemen* 
tation and as univaraal guidelines to guarantee efficient 
and objea-U-ve procedure, but agency a-toosphere is ao 
buraaucratic that the cona^uenca ia regimented, mechaniatici 
rigid/ and inflexible mentali^ on part of workers « 

Wian worker a are not given credit for tiieir initiative and ingenuity # but 

are given rigid procedures to follow instead^ they may feel degraded* hm 

a iocial iwice Supervisor put iti 

Tbm worst part of tte job ia that moat people's func-rions tend 
to revolve around paper work and aatiafying various 
Federal ^d a^te requirements . ^ere appears to be little 
room for ingenuity , ifflafina-tton, and incentive to do a good' 
jobf or halplnf the- individual or conraunity reducer partially 
or totelly/ their dapendMce on welfare* The job*s profession* 
alism has been greatly decreased , eapeoially in the last 
-teree years* 

Simllarlyi a College Office Assistant resented 'being forced to abide by 

soma really stupid rules ^ which are made by people with absolutely no 

knowledge of how an eftficiant office should be Mn*' ^e "stopid iniles" 

and lack of opportunity to make a personal contribution undoubtedly drive 

some highly motivated Individuals to ^uit* A Social Service Supearvisor 

reportedi ^ 

1 especially dislike tiie lack of opportunity on this 
job to have an impact ^ to feel my work is at all aignifi^ 
cant. 1 personally feel that our work has little effect 
on ttie systCTi if any* IH^themore, toere are no 
other personal rewards available in thtm job — no place 
for personal " input no recognition for achievement, no 



opportunity to use talents abilities |. no ehan^a 
of promotion to m meaningful position. My goal is to 
leave the job as quiokly as pdaaibla in offder to obtain 
^ployroent in whiah I can be involvad and also feel 
^ work is si^lfiQant, 

A College Offioa Asaiitajit ilaioribed how oomputers oan aompomid the pi^oblms 

and how worKeri oan aventually lose hopai 

Z Iteliave that tee most fruateatijig part of working for 
^ the City is the "bureauoraoy" and the inability to 
panatrata unandlng ragulations, . . . . All this is 
oompoimded by computar oparatlons, whic^i^ when operated 
affiolently produoe good rasulta. However^ whan oparated 
Ineff ieiently produca arrors which are costly ar d rarely 
rectified in fact, they ara usually coB^unded, theraby 
Jjicraag^. Itother/ -Uiara is vary little roOTi for invan*-;. 
tiveness ar originality in a "buraaucraey*" Ona t^ds to 
"join" it because onr cannot "fight^litl 

tod AQOOuntant e^lainad how the "civil sarvioa attitude" and a^oassive 

paparwark can bacome a vicious oirola* She co^lainad about 

{having i to get through tiie hierarchy of authority to 
^ obtain information and to try to ooneot obvious wrongs 
which ara usually navar eorraotad, Tha "civil service 
"attltuda" of lass work f or mor^ money mnd not "sticking 
your naok out«" The ijmedibla amount of papiarwork 
wbioh only serves to bog down the ^^oth flow and 
^lick teansmission of information, ^e fact that wa 
ara constantly wor^kig under presyure to prepare axtarnal 
reports with very short notice by agencies that hava 
nothing to do mLt^ Jour agency and the faellng that thmmm 
reports ara wortiilass* 



^ addition to such Qomplaints, saveral ra^ondants of fared positive 

p^posals for Improving QommimicatiQns. A College Office Assistant 

suggasted using q[uastionnaires i 

There is no commimication J^-toaen the actual work aw 'and'? ^ 
tha top leval ad^AStrator who issuas tea orders and 
^ directions. If^ before teasa orders and diractions 

are Issuadi a quastionnaira Is sant to tha various 
dapttttiants involvad, ^m, tha actual wrkers) could 
suggest many ways of getting tea work done more 
efficiently and in a lass time consiantag way* The "red 
ttipa" jjivolvad between the workM and tha chain of 
administrative auteorlty is wrought wite frustrations 
to such an extant as to leave the worker with a completely 
helpless attitude to^^^d tea job, 00 



And a Social SarvlQe iupervisor proposed £aea-tQ*face maet^fsi 



^Iterkinf in a public agency 1 often find thQ administration 
giving "lip sa^ice" t© the stated aims of tlie agancy* That 
Lm, though they profess to have tta best interest of olients 
at heart f teay often serve as obstacles to eKpediting aervioes 
to cliants by becoming overly concerned with bureaucratic 
mijiutiaa, 1 also find Uiat i^era is too much insulation 
bmmmmn txmlA units and high administrative ^^mm^ WorkJjig in 
a child welfare agency^ I feel it would be helpful for^ say/ 
tte direotor of the agency to have periodic meetings wiUi 
unit supervisors and caseworkers, or perhaps better, a Gonmlttee 
of representatives of these groups. At such meetings each group 
could* confront each oUier with ^eir es^eotations of each otter* 



Several respondents esqpressed confidence that their suggestiana CQuld 
help get the work done TOre effectively and efficiently^ One College |. 
Office Assistant declared, 

I would like to be permitted to run the off ice more efficiently 
by being allowed to alter seme really mibusinesElike procedures, 
(purchasing, tline reports, etc*)* Some of these cumber some^pro^ 
cedwas take up a great deal of ttoe and cm really be done 
faster # better ttd easier* 

Another College Office Assistant, in a slniilM veini 

Z balieve that seCTetaries should be consulted as to certain 
^ocedures where tAey have tte ^qparience of dealing wiUi 
same. Supervisors (teachws, etc«) may to implement 
certain procedures, whereas the secre-Mries know full well 
such procedures will" not work. It has happened and with 
. loss of time, money mnd energy that could have bran well 
spent. 

Finally, tv^ Social iervice Supervisors volunteered the following 
eoimentss 

[x would like tois idea very much] if my reports and suggestions, . 
-as well as the reports and suggestions of others, could somehow 
be>implOTented or at least be hsMd or reviewed by ^wers tjiat be, 

* [I would l^e] to have the op^rtamity to create work forms 
(studard paperwork formis) consistent wilA information actually 
utilized on the job- As it now is, stand«d forms do not meet 
our ^aet dTOands for information, or require information not 
Ideally necessa^' to do the job well. Wiese foms should be 
■ created" people actually dotog the work on ttie client-\^rker 
levels not some central office "genius" who tiilnks he taiows 
r T v - wBa t t 



This eample of spontaneous aomments testifies that lome people in 

theaa public afinQiaa had ideas for mking the organization more effective, 
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and Hxmy wwted tiisir ideas to be heard and used. Whan combined with 
tha fijidinge that a majority of respondents would prefer more opportunities 
for learning Instead of a 2 hour reduotion in workweek^ and a oonsiderable 
TPlnnrttty would evan reject the «tra 2 hours off in favor of opportunities 
for ^eater participation^ thmmm statements confirm that there is 
fconsiderabla e^rassed demmd hara for mora involvement in the job*. 

Halmtiva Unwillingness to Forego Pay Raises for More Involvment 

If toara is such demand for more involvement in the job, at least 
among some of the members ^ then why does the imlon not make 'ttiis a regular 
issue for collective bargaining? In private interviews and public 
statements r tiiis union's leaders hava praised the meD^ers' dedloation 
to lAeir worfci. -^But the union:*, s Scecutive D^ector told us our proposals 
for mora Involv^ant in thm job mxm not viable in the "cold, hard reality" 
o£ collective bargaining* The union's bargaining power, he said, must 
ba conserved and focused on braad-*^d-*buttar issues^ 

If dCTands for more participation and InvolvMent by employees can 

ba wen in collective bargaining only by conceding other demands, tiien would 

thesa union marabers be willing to make such concessions in fact? In 

Particular, would thay be willing to forego increases in pay? We tried 

to answer this question in otur survey by presenting ow list of proposed 

job changes a second ti^e, with toe following insttudtionsi 

Please consider again the following list of possible changes 
in your job. As you look at each itw. on thai' list, suppose 
you could have a raise in pay instead of toat particulM 
change in the job* How big a raise in yow annual salary 
^uld it take, to get you to ctoose the money instead of that 
■change in the job? Pleasa write that amount in the blank 
apace before each item on thm list. 



For axample# if ©na change would be worth twice as much to 
'.yeu ai another change, you would write twica as much money^ 
ueKt to the change you like better* 

Thm amomit of money written nesct to any item may not measure the exact 

point of indifference betoeen money and that item, because the insteuctions 

aid not e:^licitly ask for th e MnJ^^ pay raise for which a person would 

forego each change in the job. Nevertheless , if a respondent had indicated /f 

^ the first pass trough the list, timt g/he "would like" one of the 

proposed changes but "would like very much" another proposed change, then 

a/he should now write a l^ger a^^unt of money next to the latter item* 

so we as^ected. Generally, we es^ected the rank ordering of the proposed 

chMfes by any respondent on the first pass to be very similar if not 

identical to thm rank ordering on toe second time torqugh' thm list. 

Pretesting different versions of this question showed it was 
diffiwiit to gat the idea across to some people* The difficulty was greater 
because the union leadership opposed asking more directly, "How much money 
would you give up in orditr to get each of these partioular changes?" Bven 
a hypothetical and voluntary reduction iji pay could not be formally considered* 
So the question had to be ptaased bacJcward in effect requestijag respondents 
to pretend they already had the chance to get each change and asking them 
how much Uiey would sell it for. Not st^risingly, about one-third of the 
rssporidants did .not answer this question* Many of these pTOple wrote 
comments however, which help to ei^lain the ^^sponses of tiiose who did 
answer* 

The dements reveal that what prevented some people from answering was 
that they did not believe they should be asked to forego a pay raise in order 
; to obtain changes that would not cost anything, and might even help get 



the work iiOk*d bettar* For example, a Soaial Service Supervisor put aiterieks 

nmL% to the ideas of being on a conmittee, aGquiaring new skills, fleKlble 

hours, lutaltting written proposals, and being part of a te^ with more 

authori^^ At tiie bottom of toe page, beside another asterisk, to explained i 

These bxb to improve departoantal effiaienoy. 1 don't believe 
it is a matter of money* The city should do this to improve 
their silmation as nruoh as mina, 

-Similarly, anotier iocial SeCT-ice iupervisor noted, next to the proposal 
for sutou-tting written suggestions i 

This should be an ongoing progr^ of every ageney ^d never 
related to a pay issue* In effeet I am being asked, if I 
approve of this, to pay for an increase in thm effectiveness 
of 1^ agency* This 1 refuse* 

And a Collie Offiee Assistant who^. had indicated she "would like very much" 

to have five days of orientation, nevertteless refused to forego any pay 

for it because, she said, it "should be part of the job," 



Some people considered toe question downright limoral. They resented 

bMsg asked to choose between cash for thmselves and changes for the cosmon 

fOod« A iocial Service Supervisor declared: 

I cannot Mswer these questions. You are asking me to 
•*sell" my principles and destroy my ethics by accepting 
money rather than achieve Improvments for all- 

This moral conflict was sl^pest for Uie Nurse's Aides, Their present 

pay level Is the lowest of thm fow groups Jji thm sample. But they also 

Identify strongly wito the patients in Uielr care* About half of the 

^ittse's AidesacQnsequehtly refused to consider a choice between a raise 

in pay and an improvTOent in tiie job. Otters answered begrudg wigly. One 

cOTplatoed, *Kiat*s like putting money value on a patient's life*" 

Anottor stressed, "I need mo^y, but I don*t want to get it in a way that 

would benefit me and no one else*" To her,, the propositiQn seemed like 

an ailei^t to "keep me from explaining by paying me." 



" A nu^M of otlier iraspondente simply rafuied to sadrifiee any jab 
V ifflp^QVamant £©ir personal finansial benefit. They did not argrua that the 

preposed changes w©uld aetually benefit anyone but themselves* However ^ 
■ thay seemed to aasume Uiat i^roving the jobs would not east tte ta^ayeffs 

anytMnf , mm it wuld not be faii; to requira ^ployees to fosego any pay 

for toprc^/emaat in the job. For e^mple, one Sooial Sarvioe Supervisor 

vowsds 

X woiild not agoept any ingreaie in my salary if it is 
. conditioned on saorif iaing improvemant in work conditions 
— ' I praf » a more r evading job situation in terms of a 
ohange proosduras and policy, 

another sijnply declare she "would rather have changes than TOre monay." 

For some respondents ^ the refusal to m^a a choice is aiqprassad as a 

belief that money and job improv^ent are sijnply incommensi^ata, A 

College Offica Assistant aasartads "I don-^t want to answer thesa ^astions, 

beoausa 1 don't heliave iai the thaorv that monay makes up for avarytMng*" 

A Nurse's Aids e^ressed an absolute pref^anoe for job improvmenti which 

igoty^d se^ unnatural to most aconomists i 

I think if you can ii^rove your job it's better than the 
money • I'd prafar the Jj^rovMent^ because you're more on 
-Uha job than you're at home mostly* And if I am satisf i^# 
itda mora pleasant then. I'd rathar have tha changa. i 
think my job is vary ic^ortant and I'd like to saa it is^rovad. 
The job is a lot to me. It's not just a living. It's also 
h©lpi^g other paople and I eajoy it. Espacially whan you're 
working with sick people, tiiis is how I feel. 

.; OSiasa comants revaal that some people wto refused to consider a choice betwaen 

: more ^ney and chmges in ^e job did so because th^y regarded SOTia 

©£ toa propose changas in the job as either costlass or positivaly 

baBeficial to tta agency, 
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This explanation for non-res£H3nse suggested a fruitful way to anaiyae 
the rasponses of the majority who did give answers. We dissov'ered that a 
Mspondent who JjidlaateSf on the first pass tteough the listi an equal degree of 
"liking" for any two propoaed changes/ tends to be willing to forego a larger 
ainoimt of money for one of the ohanges than for the otiier if the foraer 
chanf a represents a personal benefit ar^ the latter represents a proposal to 
allow more re^onsible involvement on the job* 

For eKaa^le, there were 19 Aaeountants who indicated they "would 
like" having the opportunity to d^onstrate new ideas (item 5 in T^le 15 , 
and who also stated they "would like" havi^ag their work week r^uced by 
2 hot^s CitOT 6) * Jknother 24 AccountMta indicated they "would like very 
muoh" both of ^these proposed chMges. Thus a total of 43 Accountants 
signalled an equal degree of positive "likajag" for these two changes* 
However/ when asked how big a pay raise '^ey would be filing to forego 
la order to obtain each of these changeaf 28 attached a larger monetary 
value to the 2 hoi^ reduction in work ^me^ and only 15 would forego 
mora TOnay for the opportunity to demonstrate new ideas. The prob^llity 
is less than 5 percent tihat this difference woiild octot by chance^ if 

the average respondent really attached equal monetary value to the two 

14 _ _ - 

^©posed changes. Therefore^ we conclude that these respondents are 

usually willing to forego more pay in order to. have the wsrk week reduced 

by 2 hours tdian to: have the opportunity to dosionstrate new ideas even 

ttough they "would like" tiie two changes equally well* 

The s^e comparison ^ between all pairs of proposed changes^ wmd 
witiiin all four occupational groups ^ gave the following results. In 
this list of results, "A>B" means "mnong respondents who stated an equal 



diigre© of lUcinf far A and a larger monetary value wag signifio^tly mora 

ilJcely to hm attaeh^ to A than ta B," FMposed ehanges are stated hmsm 

in atoraviated form^ with nun^erp in parentheses referring to the aotual, 

descriptions as listed in Tables 1 "Uirough 4 (yie number and order of items 

differ between groups), Among the Aaaountantsi 

Sabbatisal (9) >all other proposed changes except educational 
reijnbursment (4) « 

Flexible waakly hours {7)^ being on a aommittea to ioaprove 
procadi^ea (1) . 

2*hour reduction in work week (6) ^opportunity to demonstrate 
nsw ideas (5) , 

2 hDuri a week to learn new skills (2) ^opportunity to demonsteate 
new ideas (5) « 

Azrang College Office Aasistantsi 

iabbatical (10) ^ali other proposed changes. 

Flexible weekly hoi^s (8) > beJ^g on a coimittee to imjprove 
procedures (1) # educational rei^urs^ent (4) , oppor- 
tu^ty to demonstrate new ideas (5)^ umual orientation 
week i7) , and baug part of a more autonomous work team (9). 

2 hours a wedc to learn new skills (2) >oppor-tanity to demon* 
strata new ideas (5) and annual orientation week (7) * 

Flexibla daily hours (3)*>annual orientation week (7)* 

Being part, of a more autonomous work team (9) ^ annual orlen* 
tation week (7) * 

Among the Kitfse's Aides i 

Sabbamcal (10) > 2-hour reduction in ^rk week (S). 

Annual orien'U.ation week (4) being on a committee to improve 
procadures (2) * 

Educational redmbwsement (6) ^ 2-hQur rMuction in work week (5) . 

Aiwng iocial fervice Supervisors s 

iatoatlcal (9) ^ all other proposed changes^ 

Flexible weeUy hours (7) ^ all other proposed cha.*ges, except 
sai^tiqal (9) * 



■ r ' * lamaational rsaaburs^ant (4) > 2 hours a week to ImBm new 
skills [2) i 2-hour reduotion in work weak (S) ^ being 
' ^ part of a nore autonomous work taam (S) . 

fi. fl^dile daily hours {3} > baijig part of a more autonomous 

work team (8)* 

ean^allyt the propoeals for which respondants B£m most l^aly to 
forego larger pay raisas i^a the decennial sabbatical leave ^ Cl^ibls 
work hours, and educational raisnbwSOTien^* 'ttiesa are prlBiarily personal 
banafits for individuals* The proposals wMoh would allow more inTOlvament 
on tha job and which ^ght thus benefit toe agency baijig on a committee 
to ii^ove procedures f fcatof part of a work team with mora authority to 
makm decisions # and teving toa opportunity to d^wnstrata new ideas — ^e 
the least likely to be given larger dollar values, 

^ Thre« seemjjig an^naliag do ,occiar^ but tiiey can be e^lained* Firsts 
eoli^e Office Assistants attach, little TOnatary value to the proposal 
for educational raJ^tarsemant* Tha reason may be that thLm represents only 
: ' a mrg inal ajctaniion of benefits to which they are Already entitled as 
; «sployees in. a university systOT^ Second ^ Nurse's Mdes md Social Sawice 
iuparvfeOJ^s would forego su:^risijigly little pay for the sake of a 2-hour 
reduction in tha work week* For the Nurse's Aides , numerous oonanenta 
suggasts ^lat this alteration in the sequence of S-hour shifts (around 

be felt as a furtoer' dis«iption in work schedules that Me 
W<ml£Bm&S' hard to predict or control, due to fesquant sudden .changes* (This 
^g;also e^latas the low ratings giv^ to flejdila work hours in Table 3,) 

" .^^ Service Supervisors, tl^ general atanosphere of mistrust, 

E'^^^whioh colors some of Uia comments reported earlier, may ha^e led soma 
ii^i^ie^^ina^ts to SUSP Uiat a reduction of working hours would somehow 
i^Vjg^fal^V a reduction in pay if ttey indicated a willingness to forego money 

- - .............. ■ . 

ERIC 



for it. Thii^d, the Social Servica Supervissre* low monata^y valua^Qn 
o£ 2 houffs a week for leaning new ikille may simply re.. . act the real 
ina^ntiva provided by tiieJ^ oontraot^ which awards higher pay for 
fojmml teadjiing to social work^ but not for informal learning on the 
job. Iklti^ugh we must ba skeptlQal of SKpl^ation after the faot, -^ese 
threa seMiing ano&aliaa thus do not reqpiire that we deny the general 
patteafn which emerges plainly s Individuals may "like" propoeals which 
would ijioreaaa Idieir involvement on the job and hence might improve 
organigafcioital effectiveness i as much as tiiey \i^uld like proposals which 
.proyida mora personal benefits, but when it comas to trading off against 
liighw P^y# they are likaly to forego more money for the peraoijal banef its 
than for more involvament on the job. 

Conclusions and Implications 

^hiaa findings suggest an ^cplwation why tmions do not initiate damajids 

for. prograM like job anrictoant wU.ch would let tdia employer m^e battar 

use of ^^^loyaas* enargy and intelligence, fhis e^lanatlon is nei^er 

that union laadars^ lack imagination^ nor that they faar more involvCTient in 

IS ' 

the job would undermine their membra' loyalty to toe union^ Ralihar^ tiia 
a^laMtlon would be that union leadi^s correctly parcaiva th^lr m^nbers' 
ralativa unidJplingness to forego pay incraa^s in order to gat mora 
opportunity for involVCTient in tha job. If winning such opportunitias through 
ooliaa'tiva^^barf alning reqpi&ea oonoessione in terma-of pay, and if union mambers 
in tha work force at Iwge have attitudes similar to ^e sample in this survay, 
than accurata rapresentation of TOndbers' preferences would in general praoluda 
bargainijig for job anrlchmant. 



Although there ii n© ^arantee that job enriahment iiic^eaees labor 



produGtivity,'''^ it is not unGomron for management eonsultants to claija that 

it does* Several of the respondents quoted earlier in this paper assumed 

or assarted toat they eould improve produotivity if they had a ohanaa to 

put some of their ideas into praetioe. And several union spokeeman have 

as^rassed their suspicion that job enrietoent might bm a way to ttiok worker 

IS 

into being more produotiva. It sight tharefore make mora sansa for unions 

to approaoh job aMietaent as a kirn? of teehnologiaal ohange whAoh may 

^t^tially inoraaee produotivity or thm personal eatisfaotion of employees ^ 

or both, toograms for getting employaas more involved in the ir work could 

then be developed within a framework similar to those whioh have evolved 

19 

for dieoussing productivity p 

In tha public sector a combined approach to job anrichTnant and produotivity 
my be oaa way out of a long tera dilenma which presently confronts the 
i^ions« On the one hand, p^lio mploymant is the quickast and surest way 
to absorb tiie surplus labor that arises from recessions and from continued 
^^roVMant in labor produotivi^* On the other handj. many people^ for various 
reasons, pM'ceive public amploymant as wasteful and improductiva^ Thus the 
se-called public service ^ployment programs as in the 1971 Bnea^jiency ( 
B^loymant Act^ the 1973 Comprahensiva BJiployBiant and Training Aot^ ^d even 
Ui© 197€ Hmiphrey-'HawkJjis bill — which are designed to reduce the overall ^ 
rata of un efligloyment , do so mainly by creating short-* term jobs instead of long- 
tarm prbductiva employment* To escape the dilemma of such self-def eatijig 
solutions, unions in the pt^lic sector have an intarast ih paking pamMent 
ptiblic eiq?loymant more politically palatable. • Ralph Fl^m, fomer exaoutive 
director of ttie Coalition of toierlcan Ptdslic Employees, argues that 
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p^iia saetojf la^r must concede that labstf org anizatiens 
do^ in fact, have a responsibiHty for the q[uality of the 
sar^iaes thair nuMbars providai aaid they mast aet accordingly. 
In this, piAlic aactar later cannot turn to ths older ^ 
private aactox later unions for inatruetion, 

/Whil© ra^^gniginf that an^loyeas want to share in any prodUGtivity gains 

toat may raault from thai^ greater involvement in the jobf pu&lie unions 

may also have a spaaial interast in enabling luch involvement to oome 
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